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PRETACL

From the beginning of the development of this Progran Model,
it was clear that the term "community correctional center' is applicd
to a wide variety of community-based correctional activities--and that
many of these activities have little more in common than this sharcd
title. Since the concept of the '"community correctional center' is
generic the authors were forced to jdentify with some precision their
definition of the term. That definition--which suggests that a center
must be an alternative to traditional correctional activities at the
local level--1s supplemented by ten components included within the
definition.

With a wide variety of often loosely defined community correctional
centers in existence, the selection of centers for site visits that
would form the basis for program models was difficult. The logistics
and some fiscal constraints set the broad parameters for the number
and location of visits and site assessments, but more important was an
early judgment that three potential program models existed. A project
designated "exemplary" by the National Institute of Law Enforcement
and Criminal Justice in Des Moines and six replication sites (in Cali-
fornia, Florida, Louisiana, Minnesota, Utah, and Washington) became 4
starting point: Des Moines and five of the six replication sites were
visited.

Selection of the pre-release/work release center in Montgomery
County, Maryland, also an Exemplary Project, was a natural, for the
Montgomery County center represented a combination of two well-known
correctional programs, the halfway house and work release. But it also
was clear that there 1s significant private agency interest in community
correctional centers and that three such private centers (Magdala
Foundation Center, St. Louis; Mahoning Residential Treatment Center,
Youngstown, Ohio; and, Talbert House, Cincinnati) recently accredited
by the Commission on Accreditation for Corrections would be appropriate
for nrogram usiodel development. The early judgment that these Program
Models (Des Moines and its replications, the pre—release/work release
center, and the private center) would circumscribe the enormous diver-
sity of programs and facilities labelled ''community correctional centers”
generally was sustained.

Organization of the Report

This Program Model on community correctional centers consists of
eleven chapters. The first chapter begins with the observation that
the community correctional center is rooted philosophically, organi-
sationally, and pragmatically in the larger systems of criminal justice
and corrections. The chapter briefly describes the justice system and
focuses upon its philosophical legacy of three "R's''--revenge, restraint,
and reform. [t then turns to reintegration--the newest "R" and a some-
what logical successor to rehabilitation and a companion to resocial-
ization. These historical and philosophical origins are important
since much of the conflict and divisiveness in criminal justice today
derives from divergent philosophical orientstions as to what should be
done, by whom, and to whom. <
o .
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Part 1 of the text consists of Chaters | through (v which
5€¢t forth three major Program Model options. Chapter 1] jg
directed tovvard Des Moines ang 1t replications . The nDes Moines
Program and jts S1x replications S5crve as g sentencing alternative
to jail, Provide Seérvices toq pretrial dctulnces, L¢nerate inp-
formation for use by local courts in sentencing docisions, and

Supervise offenders op Probation in the community Chapter 1]
targets gn the work release/ Pre-releasc center inp Montgomery
County, Maryland. The Montgomery County center s markedly

different from Deg Moines for it focuses Primarily upon the
Seéntenced offender ang represents g fusion of the halfway house
and work release. Chapter fv examines three Drivate communi ty
COorrectiona] centers--the Mahoning Residential Treatment Center
in Youngstown, Ohio. Talbert House in Cincinnati, Ohio, ang the
Magdaly Foundution Center inp St . Louis Missourj .

Part 2 or the text contains seven chapters. Chapter v
identifijes Some issues that significantly affect community

offered, the type and location of Facilities, dcveloping Policies
and budgets, and Staffing the €orrectiong] organization. Chapter
V, with jts focus upon Planning, Sérves as the transition fron
Program Model Options to more specific "how to" commentary onp
administrarion, Organization ap( Mmanagement (Chapter VI); personne]
(Chapter VIily; Programs (Chapter VIIT), facilities and facilities
management (Chapter IX); Ssupport Services (Chapter X); and
evaluation (Chapter XI).

Collectively, then, Part j of the text suggests three basic
Program Models. Part 2 describes teénerally how the correctional
center should be Operated, regardless of Program Model type. Again,
the Purpose of the text is to Provide the ¢orrectional administrator

and those charged with decisions about criminaj justice with an

enhanced Capability to make informed choices jp Planning, implemcnting,

and improving community vorrections| centers.
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CHAPTER I

COMMUNITY CORRECTIONAL CENTERS:
INTRODUCTORY COMMENT

The community correctional center is a relatively recent addition
to American correctional theory and practice. Both its history and
jts current environment are rooted in the larger system of criminal
justice. Consider the processes involved:

Once an arrest is made the man or woman charged with a crime faces
a process that consists of a series of criminal justice decisions. It
may be a brief episode; the arrest was in error, or it may be decided
not to proceed with prosecution. More often it is a much longer pro-
cess in which police, court, and corrections officials try to make
decisions that will serve the best interests of ‘society and of the
offender, too.

These processes take place within a complex set of institutional
arrangements, activities, and processes collectively referred to as
the criminal justice system. Corrections is one component of this
system, and it carries major responsibility for assuring that once
returned to the community, the offender is more Ccapable ana more will-
ing to obey the law.

Corrections and the Criminal Justice System

The term ''corrections' encompasses the many agencies, programs,
and processes that have legal authority to provide custody or super-
vision of individuals convicted of criminal acts by the courts. CoT-
rections includes prisons administered by States and the Federal govern-
ment for the confinement of felons, as well as the network of institu-
tions serving serious juvenile offenders. It includes jails and other
less secure facilities operated by county and city governments for the
confinement of misdemeanants (and some felons), as well as reformator-
ies, detention and foster homes, juvenile halls, camps, and ranches
and similar institutions that house youthful and juvenile offenders’
throughout the country. Corrections also includes probation and parole
agencies at Federal, State, and county levels which supervise offenders
living in the community. At least in some jurisdictions, corrections
also includes recently developed and still emerging programs oriented
toward diversion; restitution; community service; and work, education,
and training release.

Two other criminal justice "subsystems," law enforcement and judi-
cial process, may be distinguished operationally from corrections, and
they are intimately related. They are tied together by the process-
ing of accused and convicted persons passing through the many decision
points in the cystem.

Each component in the system employs certain characteristic
strategies. The police, for example, generally are concerned with
deterrence and incapacitation; corrections, with rehabilitation and
reintegration. Incapacitation by removal from the community on the

ERIC 1

IToxt Provided by ERI



among the citizenry, but also within tnose legislative bodies that
Must make policy decisions and allocate limited fiscal resources.

The criminal justice system is complicated in still other re-
spects: In actual fact, there are many systems of criminal justice in
the United States and each level of government--indeed, each juris-
diction--has its own way of doing things. These many systems and
subsystems, all established to enforce the standards of conduct be-
lieved necessary for the protection of societly, represent a collectiv-
ity of thousands of law enforcement agencies, courts, prosecution and
defense agencies, probation and parole departments, paroling author-
ities, correctional institutions, and related community-based organi-
zations.

In many ways, the Criminal justice system seems to act as a "non -
system." In fact, it has become popular to speak and write about the
"nonsystem" of Criminal justice, but the Systemic aspects of criminal
justice simply cannot be ignored. It is important to Tecognize that
the criminal justice System does exist, even if it is fragmented
organizationally, incorporates conflicting philosophies and strategies;
even if its activities are not systematic, orderly, or well integrated.
Fragmented though they may be and with their many imperfec*ions, crim-
inal justice agencies are all intimately related. The challenge 1lies
in finding new ways to solve these Systemic problems.

This program model is designed to partially address this chal-
lenge. It provides guidance which can promote system integration and
improve coordination, as well as increase correctional efficiency and
effectiveness. Throughout the chapters that follow, crime is viewed
not only as a problem to be solved, but a condition which can be
better managed. The locus of activity is in the community where crime
occurs and where it must ultimately be controlled. The emphasis is

Oon community-based corrections, and the role of community correctional

centers.

The Role of the Community Correctional Center

In this program model, we shall describe the Community correc-
tional center, a combination of facilities and services designed to

lives of the offenders will be described as it has been-seen in a
selection of communities in several parts of the country. Three dif-
fering types will be considered in detail. Different communities will
need different services; the models on display here will indicate the
range but will not exhaust the possibilities. Thoughtful planners who
know their communities will adapt structure and services as needed.

What is a community correctional center? Any definition must be
primarily operational. A wide variety of programs from residential
containment indistinguishable from an ordinary jail, to non-secure
residential halfway houses, are to be found under the banner of

l‘ 2 .
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community corrections centers. Obviously, so loose 2 definition 1is
valueless .

The definition used by the Corrections Task Force of the National
Advisory Commission on Criminal Justice Standards and Goals sets limits
that begin to bring meaning to the term:

A community correctional center is " relatively open institution
located in the neighborhood and using community resources to provide
most or all of the services required by offenders. The degree of open-
ness varies with offender types, and use of services varies with avail-
ability and offender needs. Such institutions are used for multiple
purposes——detention, service delivery, holding, and prerelease."

Since 1973, when the Corrections Task Force did its work, there
has been an evolution in thinking which emphasizes that a community cOT-
rectional center 1is composed of one or more community correctional fa-
cilities and community correctional programs, that is, it is the com-
bination of community correctional facilities and programs that shapes
the concept of a community correctional center. In addition, there 1is
the notion of improved coordination and integration of services. Also
implicit in this definition is the intent that the reintegration of
the offender should not be deferred to the end of his term of control.
It should begin as early as possible.

Reintegration

Use of the term reintegration introduces a slippery concept to
the analysis, one that is seidom defined clearly. For the purposes of
this report, reintegration refers to the process of preparing both com-
munity and offender for the latter's return as 2 productive and accepted
citizen. Instead of changing his nature by intimidation or by psycho-
logical treatment, the emphasis 1s on creating the circumstances
around him that will enable him to lead a satisfying and law-abiding
life.

In the reintegration model, corrections must bring about change
in the offender, within his family, among his peers, and in the insti-
tutions within which he must function successfully--that is, in his
social environment.

An example might be to -place the offender in a community coTrrec-
tional facility, to make arrangements for the offender to enroll in voca-
tional training classes that will constitute an apprenticeship in a
skilled trade, providing for union affiliation as an apprentice, and
finding him employment to sustain him during the apprenticeship. The
development of such a program will Trequire a considerable degree of
effort on the part of correctional personnel, and some continued con-
tacts while it is under way, to be sure that wrinkles are smoothed out,
difficulties are resolved, and needed program changes are put into
effect. 1In many ways it would be simpler to train the offender in a
penal institution, and necessarily many offenders get their training in
prison. But when an offender can be trained in the community his Te-
integration is taking place while the training is under way; it is not
a future process, to be complicated by his stigma as an "ex-con," with
all the problems of jdentity and rejection that are associated with
that status.

Q
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Reintegration does not equate to a specific or single program,
Indeed, the panorama of reintegration is diverse and wide, It in-
cludes such now-traditional community-based Correctional efforts as
halfway house, work Telease, and Prerelease center. Reintegration
also includes recent innovations of mediation and arbitration as

to or adjuncts of more familiar programs. Review of current criminal
justice and correctional ljiterature and commentary by academicians,
administrators, practitioners, and researchers reveal that Teintegra-
tion--as a philosophy being translated into program--is dynamic and
changing.

The reader cannot adssume that the Teintegration model now is the
accepted philosophical basis for American Corrections. Although the
community-based orientation of reintegration increa51ng1y is accepted,
it must be understood that corrections--at least in Practice--is g
mixture of revenge, restraint, reform and rehabilitation, and rein-
tegration. The correctional environment contains '"mixed signals" by
virtue of its sometimes conflicting'philosophical origins; the cor-
rectional administrator and those charged with dec1sion-making in
COorrections must understand their dynamic environment.

Reintegration is a Tecent arrival on the correctional stage and
the community correctional center--with its focus on the offender in
his community--is an early application of the reintegration concept
to the real world.

The community correctional center should not be seen merely as
a facility but also a staging area from which the Services necessary
for reintegration will be initiated and fostered. It is not to be
Séen as a pleasant and desirable experience, to be Sought after by

aged under minimunm custody conditions. Some residents will work in
work-release programs; c*thers will be occupied in various work assign-
Ments within the ceniter, The probation staff may be headquartered

at the center; caseloads will be partly drawn from residents and

get worse, perhaps leading to a new crime. It may serve pre-trial
Prisoners, persons serving sentences, and persons newly released
from jail or prison.

can begin_shortly after a suspect is booked by the police. An imme-

integration is under way. For a good many Others, that is too per-
nissive a status; but a conditiona] Trelease under supervision is an
ACceptable alternative. Conditional Telease may or may not require




Some arrested persons will be held under custodial conditions
ordinarily thought to be unsuitable for correctional centers. They
are not eligible for correctional services until found guilty, and
assistance rendered to them must be at their request and not at the

initiative of correctional staff. However, many of these m2rsons
will have practical problems in need of solution and anxieties to be
allayed. Their only Tecourse in most communities will be the assigned

center staff.

Will Reintegration "Work'?

It has been said that this is the age of penological pessimism.
The message that rehabilitative programs will not work has been spread
far and wide, and this notion has given many officials a license to
stop trying. Whether the message was correctly delivered or not is
beside the point. The aim of the community correctional center is to
do what can be don~ to reintegrate offenders. That mission calls for
formulating as ca.eful a program as possible to enable each individual
to find a legitimate place in the community.

What the mass of our offenders require is a good deal more than
they can possibly get from the conventional resources available, and
more, sometimes, than they can get from community correctional centers
in the present state of our knowledge. Corrections necessarily deals
with people who have been badly damaged by 1ife. Their embroilment
with the law has damaged them further, and their prospects may seem
bleak indeed. But when an offender's needs are understood and help
is given to meet them, those prospects can be brighter than they seemed .
This is the tole of the community correctional center.

Community Correctional Centers and the Future

Who knows how much more can be done with these hopeful facilities?
So far, the indications of success are good--as will be seen in these
pages. As the nation gains confidence from experience with their usec,
it is not unreasonable to expect that they can increasingly become
depots for rcintegration of pre-trial prisoners, for probationcers,
for parolees, and prisoners on furlough or work oT study releasec.
With experimentation and imagination, it is not fanciful to predict
that some of the country's prison over-crowding can be drained of f

by assignment to these centers. It is often claimed that a very large
percentage of the of fenders in any prison do not need to be confined
for any purposc. That claim warrants the expectation that the immense

human and economic costs of incarceration can be abated by the
cheaper and much more cffective methods of reintegration. The commu-
nity correctional center is one vehicle by which that objective may
be reached. 1In this Program Mcdel we shall show what has been done
with good leadership in Fortunate communities with the thought that
what has been done in these communities can also be done elsewhere.

s




INTRODUCTION TO PART 1

The community correctional center represents &n alternative to
traditional correctional activities at the local level--probation
and confinement in jail. It serves both pre- and post-adjudication
clients from local, state, and federal jurisdictions. Center pro-
grams and facilities should be open to both men and women and, to
the extent permitted by local conditions, to "out-clients' as well
as clients in residence.

As envisioned here, the community correctional center represents
more than an administrative merger of probation and jail services.
Programs and facilities are designed to meet jdentified neecds; scr-
vices are provided to persons under criminal justice control in the
community regardless of their legal status; services are delivercd
both by center staff and through contractual and other arrangements
with community agencies; arrangements are made to encouragc coordina-
tion of public and private agencies and cooperatilon among criminal
justice agencies; supervision is provided within the facility and in
the community; and some evaluation is undertaken to assess the rele-
vance of these many activities.

COMPONENTS OF THE COMMUNITY CORRECTIONAL CENTER

Components of the community correctional center include: faci-
lities, programs, identification of client needs, service delivery,
eligibility, coordination, supervision, organizational structurec,
evaluation/assessment, and a community orientation. Each of these
is '"localized" or subject to additions, deletions, oT modifications
to meet specific community correctional nzeds, 'to adapt to the parti-
cular character of the local criminal justice process, and to fit
within available local resources.

Facilities. The community correctional center should have a structure
Tesidential component consisting of one or more facilities. If there
is only one facility, it should have separate residential areus [or
non-transient offenders and for persons in pre-adjudication phasecs ol
criminal justice processing. If more than one facility exists,
separate residential housing is preferable. The emphasis is on the
requirement for controlled residency during some part of the correc-
tional effort to provide both stability for the offender and a start-
ing point for programming his phased reintegration into the communlty .
A jail may meet the facility requirement, but the '"centecr' part of

the jail should be separate from the remainder.

Programs. The center should have two Or more programs (examples.
counseling, job placement) and residents should be supervised both
within and outside the center. The requirement for at least two
different programs is based upon considerable evidence suggesting
that single 'treatments" of crime and delinquency arc notoriously
unsuccess ful in producing constructive change. Most offenders have
multi-dimensional problems that cannot be dealt with by mcans ol a
single treatment modality. The requirement for supervision is hased
on the notion that the justice system has an obligation to maximize
the protection of the community while treating the offender.
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Identification-of Client Needs. The identification of needs of current
and projected €lientoie and the development of resources to meet those
needs by service delivery from both agency and community are essential
tasks of the center. The range of needs and services that may be re-
quired include, among ot'iers, supervision in the community, shelter,
tood, Cclothing, emergen. - financial assistance, transportation, medical
care, and mental health, vocational, employment, educational,'and per-
sonal counseling. g

Belivery of Services. The services required by center clientele may
best be provided by a combination of direct center delivery of service
and by center referral to community resources. The proper mix of direct

services and those provided by referral or contractual arrangements wil]
be determined by efficiency/effectiveness considerations and the
realities of available resources.

Eligibility. Individuals in various stages of justice System processing
shouTd "have access to the center. The needs of individuals vary, but
patterns of need are not arranged conveniently by legal categories.

The center should strive to mecet the needs of those in Pre-adjudication
as well as post-adjudication classifications. Among the latter are
those released fron local, county, state, or federal institutions.
Although legal categorizations of clientele should not be ignored, the
development of scparate centers, facilities, or programs for legally
defined groups of offenders on the basis of that Criterion alone seems

a wasteful use of limited resources .

Coordination of Efforts. Coordination of the efforts of criminal
justice and community agencies 1s essential. The cénter must be "pro-
active" in this coordinating role to insure that the comprehensive
Programming so nccessary to community corrections is achieved, Colla-
boration between bublic and private sectors and their interface with
the justice system may be facilitated by the use of advisory committees
or scheduled mectings among interested parties and by Stressing the
benefits of interdependent cfforts.

Supervision of Individuals. Supervision of bersons assigned to the
center should be within both the community and the residential facility.
Supervision, surveillance, or monitoring of client activities and move-
ments is necessary bhoth to protect the community and to adequately

serve the offender. Supervision within the facility and in the com-
munity should bhe toordinated and responsibilities for active supervi -
sion should rest with a single agency.

Qgggn{gggjgngl_Qxﬁgﬂggmggts. The organizational linkages of the center
to the ¢riminai Justice and correctional system, as well as to the
community, must bhe tlearly articulated., A variety of models for such

linkages arcpossibic.2 A recent program model publication addressces
this subject arca directly.
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Evaluation and Assessment. The center should have a set of organiza-
tional goals and objectives, regularly reviewed and updated as nece-
ssary. Both client and center per formance should be assessed against
explicit criteria and these assessments should serve as the basis for
programmed change.

Community Orientation. This orientation implies far more than a sct

of correctional activities which take place within a community; 1t
represents more than the existence of an alternative to jail or proba-
tion. Both philosophical and pragmatic, a community orientation
emphasizes reintegration into normal community living, not dependence

on a correctional center located in the community. Center programs

and facilities have one overriding purpose--to insure that the community
becomes the source of social, psychological, and economic support.

The community orientation rejects the notion that something is '*done to"
the offender, maintaining instead that the individual and his community
must accommodate one another and that this relationship is the bridge

to law-abiding behavior.

PROGRAM MODELS

A variety of community-based correctional activities across the
United States consists of those same components that collectively de-
fine the community correctional center. Many reflect a specific focus
such as offender type (drug, misdemeanant) or legal status (pretrial
release, parole); others are community extensions of correctional
institutions (work/education release). The program models presented
here were selected for their generic qualities, as well as the distin-
guishing characteristics that illustrate some of the varied possibili-
ties inherent in the concept of the community correctional center.
Data from site visits to ten centers, information obtained from the
literature, and authors' experiences and contacts were synthesized to
serve as a foundation for the development of three program models:

¢ The Des Moines (Iowa) Community-Based Corrections Model,
serving primarily the local judicial system as an alter-
native to traditional probation and/or confinement in a
local correctional institution (Chapter II);

@ The Montgomery County (Maryland) Pre-Release Center Model,
designed to assist 1in the reintegration into the community
of offenders who are completing terms in local, county, or
state institutions (Chapter III);

e The Private Community Correctional Center Model, accredited

and administered by a private non-profit agency- (Chapter 1V).

Des Moines provides the earliest model of a community correctional
center and was the first "Exemplary Project” designated by LLEAA. The
Des Moines Center subsequently served as a model for replication at
six sites. Three of these replication sites are reviewed for the prec-
sent project as planned variations on the Des Moines theme. The work-
release/pre-release program in Montgomery County, also designated
""exemplary' by LEAA, represents the second model. And the third is
illustrated by three private centers recently accredited by the
Copmission on Accreditation for Corrections.
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These sites have much in common and much that is unique, the
latter in part as a result of localization or adaptation to local
needs, Structures, and processes., The program models described in
Chapters 11, ITl, and IV are supplemented by descriptions of opera-
ting centers to illustrate variations and commonalities in the ten
components identified above and the ways in which localization of
the basic models has occurred. Chapter V identifies the major de-
cisions involved in implementing the community correctional center
concept and options available to local decision-makers.




CHAPTER 11

THE DES MOINES COMMUNITY CORRECTIONS PROGRAM MODEL

Mu%h has been written about community-based corrections in Des
Moines. Awarded exemplary project status by LEAA's National Institute
of Law Enforcement and Criminal Justice (NILECJ), the program was des-
cribed by the Institute's director as follows:

"In criminal justice, as in other areas, the more
economic approach is sometimes also the most
effective. The Des Moines Community-Based Correc-
tions program has achieved substantial economies
while improving the delivery of correctional ser-
vices. The result benefits both the offender and
the community: evaluation of the program shows
improved treatment for offenders and better use of
community resources.

The Des Moines approach offers a promising alterna-
tive to the more costly, traditional emphasis on
incarceration before and after trial. By coordinating
and using four tested approaches--pretrial screening
and release, supervised pretrial release, presentence
investigation and probation, and a community-based
corrections facility as an alternative to jail, the
Des Moines model has logged an impressive record.

Its success and cost-effectiveness earned it the
National Institute's "exemplary" label. The Des Moines
program has also been the basis of a national demon-
stration effort sponsored by the Institute in six
other communities."

The outstanding feature of the Des Moines program was that it
offered a coordinated range of treatment and control services. The
four-part program, which served defendants and convicted offenders from
pretrial through post-conviction stages, included:

¢ pretrial release for carefully screened offenders
judged to pose little or mno risk to the community;

e pretrial supervised release for defendants who require
some supervision to safeguard the community;

e presentence investigations to assist the court in sen-
tencing decisions; and specially tailored programs for
probationers;

e a community corrections facility to house convicted
offenders under minimum-security conditions.

These activities are not in themselves unique--in one form and
location or another, each has existed for many years. What 1is signi-
ficant is the manner in which these four activities have been coordi-
nated in Des Moines under a single administrative entity, the Department
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of Correctional Services. Talk of coordination is everywhere, but in
Des Moines it became reality in January 1971 by resolution of the Polk
County BRoard of Supervisors. 'Of the four components, two existed be-
fore the centralization effort; two were added subsequently. Evaluated
individually and collectively on a variety of Criteria, they have demon-
strated impressive success., Their success, however, is not simply the
result of individual efforts by the four components; coordination, 3
collaboration, and effective interfacing have Played an important part.

Components of the Des Moines Program Model

The original Des Moines Program Model had four components:
1. Pretrial Release

The Des Moines community corrections pProgram is based on the recog-

obstacle such persons face arises immediately following arrest. A de-
fendant who is poor typically remains in jail prior to trial, despite
the presumption of innocence, because he is unable to raise money for
bond or bail. Because he is jailed prior to trial, he is less able to
participate in preparing his own defense and is, therefore, more likely
to be convicted. 1If convicted, he is more likely to be incarcerated
because he has not had an opportunity to demonstrate a post-arrest
ability to behave responsibly. 1In addition, pretrial incarceration may
cause the defendant to lose his job, placing severe financial strains

on his family.

on the Manhattan Bail Reform Project of the Vera Foundation. It is a
typical release-on-recognizance (ROR) program. The staff of the pre-
trial release component is housed in the Municipal Court Building, the
site of the City jail and the Des Moines Police Department. Every de-
fendant booked into the jail is interviewed lmmediately after process-
ing. (Persons charged with simple intoxication are excluded, Principally
because their cases are disposed of almost immediately). A pretrial
release staff member interviews the defendant to determine if he meets
the criteria for release on his own recognizance. The release Criteria
are objective rather than subjective, and a point system is used to
"gauge the degree to which the defendant has stable roots in the commu-
nity. Points are earned for length of residence in a particular location
stability of employment, and the strength of family ties. Points are

- lost for frequent and recent prior convictions and for a history of
failure to dppear for trial. 1If a defendant scores a total of five
points, the staff recommends to the court that he be released on his own
recognizance.

2. Supervised Rélease

For defendants who do not qualify for ROR, the options in most
communities typically are few. If a defendant is unable to secure a
bond or post bail, he usually must remain in jail pending trial. In

Des Moines, there is another option. The supervised release component,
perhaps the most innovative element of the Des Moines pProgram, involves
a form of "pretrial probation.'" One of the explicit goals of the super-
vised release component, in fact, is.to assist selected defendants in

Q _ 12 0 -
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qualifying for probation as a final disposition in the event of convicre
tion. ,

Defendants who fail to qualify for release on their own recogni-
zance, but who might be qualified for superviscd release, are referred
to supervised release screening staff by ROR interviewers. A member
of the supervised release staff then interviews the defendant. Unlike
the ROR interview, the supervised release interview is open-ended &and
the decision regarding qualification is based on subjective criteria.

Since this component is directed toward preparing releasees for
probation supervision, the emphasis is on client disabilities and the

task is to assist the clients in solving specific and practical prob-

lems. This effort begins during the selection process. The disabili-
ties that mitigate against his receiving probation are identified and
an assessment of staff ability to help the defendant is made. If the

defendant is unemployed, for example, he is less likely to be placed

on probation. Helping the defendant to find a job thus becomes part

of his "treatment'" program. If a contributing factor to uncmployment
is an inadequate education, remedial education also may be sought.

I1f the supervised release staff belicves that a defendant's
disabilities can be overcome 1in a structured program of supervision,
counseling, and treatment, and if the interviewer feels that the de-
fendant is willing to participate in such supervision, the defendant
is recommended for release to the custody of supervised release staflf.
If the court approves the release, the defendant is assigned a coun-
selor; he then receives psychological, vocational, and educational
evaluation and a mutually acceptable treatment plan is developed.
Treatment typically involves job development assistance, participation
in vocational and educational programs, marital and psychological
counseling, or alcohol or drug abuse trcatment.

3. Probation/Presentence Investigation

Although the probation component is the most "traditional' elcment
in the Des Moines program, the consolidation of correctional programs
in the Department of Correctional Services has made probation an 1lmpor-
tant link in the chain of services provided defendants and convicted
offenders. Two basic functions are performed in the probation comnpo-
nent: presecntence investigation and probation supervision. As in
other jurisdictions, the purpose of the prescntence investigation 1s
to provide data to aid the court in determining an appropriate sentence
for the convicted offender and to assist institutional and/or community

supervision staff in developing an appropriate corrcctional plan. In
Des Moines, presentence investigations typically are conducted within
a period of two to four weeks. A report is submitted to the court prc-

senting objective and attitudinal data about the offender and recom-
mendations regarding the most appropriatc of six basic sentencing

options in the particular case: (1) deferred scentence; (2) suspended
sentence; (3) probation; (4) commitment to a community correctional
fagll1ty; (5) commitment to county jail; or (0) commitment to state
prison.

o
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In the case of offenders assigned to
rion otficer develeps a probation contra
i~ vontract 1s bhased on the client's
rticipated in supervised release prio
epsothe client can take to resolve pr

probation supervision, a pro-
ct with the client. Typically,
earlier treatment plan (if he

I to conviction) and emphasizes
actical problems.

Mommugiyyhﬁgfgcctional Facility

The fourth component of the

Des Moines
rrectional

Facility for men (as well as ga

eemen's faciiity is g 50-bed, non-secure institution in a renovated

arracks at Fort Des Moines, a Partially de-activated Army base at the
fue of the Des Moines cCity limits. Although Fort Des Moines occasion-
Ly is used for offenders on the way out of prison, it is not a
myentional halfway house. By statute, it is a jail and used Primarily
v house sentenced offenders for the duration of their sentence.

program is a community-based
small women's facility) ..

= oin the supervised release and

probation components, the emphasis
Fort hes Moines is on a

problem-solving approach tailored to the

cds ot ench client. Based on a low client/counselor ratio (approxi-
tely one staff perscn for every two clients), the program features
tensive interaction hetween clients and staff. After a client enters
oo tacility, he is evaluated, a treatment plan 1s developed, and a
rlormance contrace s stgned. Since each Fort Des Moines client js

pected to work whije committed to the facility, the staff includes a
reeoman job o development unit,

he Yort bes Moines facility emphasizes helping the client within
Seocomminity setting.  Clients work at johs in the community and are

Ferred to community agencies for educational, vocational, counseling,

abth care, and other services. Ry Increasing their employment or

leat pong | dchievement, clients become qualified for rewards, including
~vernreht or weekend furloughs .

Vithough phvsical security devices at the For
¢ono hars oy fences), both the number of staff present and the use
informal observation techniques diminish security problems. Local
Pree and sheriffrs departments reccive a weekly list of Fort Des
nes resident s indicating where each resident is supposed to be at
pecibicd hours of cach day. This information 18 available to patrol
Ficers who may sce 4 Fort Des Moines inmate in the community. Other
torram procedures also fulfill a control function. Because of the
rvation of Fort Des Moines and the inadequacy of local public trans-
arc transported to and from work in the facility's

t arc minimal (there

rtation, residents
SN

e bes Moines Replication Sites

o determine whether the Des

Moines project could he successfully
plemented in other communities, the NILECJ awarded $250,000 to each
Cosix o replication sites. This effort was designed to implement the
Hroprogram components in different geographical and political en-
rronments. o Lvaluation and technical assistance cecmponents also were
tedrated into these awards .4 This replication effort was not a
indate for “duplication.™  Jt was recognized that correctional needs,

f) -~
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Justice processes, and political structures wonld dictate some modi-
Fications. At a minimum, however, cach site was required to have

a1l tour of the Des Moines prograi components. The replication

sites included Clark County, Washington; San Mateo County, California;
Salt Lake County, Utah; St. Louis County (Duluth), Minncsota; Rast
Raton Rouge Parish, Louisiuna; and Orange County (Orlando), Florida.

The replications in Orange County, St. Louis County, and
Clark County were selected for discussion here because they are
successful replications of the Des Moines program model and illustrate
how it has been adapted to a variety of different local settings.

Key features of the program model, as it operated in late 1978
in Des Moines and in the Orange County, St. Louis County and Clark
County replication sites, are outlined in Table 1. Each site is
rurther described on the following pages in terms of eight dimensions:
the setting; services provided; goals of the program; administrative
organization, progran operations; referral sources and admissions
policies; workload indicators: and program financing.

DES MOINES, [OWA
Setting

The Fifth Judicial District Department ot Correctional Services
sorves 16 counties in central lowa. Des Moines, in Polk County, is
the administrative "hub'" of the program. Roughty 300,000 of the
500,000 pcople in the 16-county region live in the Des Moines area.

Services

The Des Moines project offers a variety of pretrial and post-
adjudication services for adults: pretrial release, supervised
release, presentence investigation and misdemeanor probation services,
residential services, parole support, job placement, alcohol services,
and counscling. A well-staffed voluntcer program provides additional
services and helps link clients to services in the community.

Gouls

The Des Moines program Was initiated by citizens who sought to
improve the quality of justice, reduce jail overcrowding, and provide
morc cost-effective corrections services. A program evaluation com-
pleted in February 1974 by the National Council on Crime and Delinquency?®
identified four mcasurable program objectives:

° Immediate Objective: To protect the community from
additional crime during the pretrial or corrections
period. (This objective 13 referred to as ''community
safety" in the cvaluation.)

® Enabling Objective: To utilize community resources 1o
the maximum extent possible. (This objective is referred
to as "resource utilization.'’)

ERIC 15
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° Intermediate Objective: To Integrate the offender into
socicty. (This objective is referred to as "social effec-
tiveness.'™)

® Ultimate Objective: To dgssurc that the accuseced appeuars
for trial (pretrial objectives) and to reducc futurce cri-
minal behavior (post-trial objective). (This ohjective

is referred to as ""'correctional cffectiveness" for the
post-trial component.)

A@minigﬁg&gigﬂ

The Fifth Judicial District Department of Correctional Services
1s a multi-county executive branch corrections agency. An executive
board governs the department. This board is composed of:  one memher
of the board of supervisors of each participating countyv: onc memher
from cach project advisory committce within the judicial district
tappointed by the director of the judicial district denvartment); and
appointces equal to the number of authorized bouard members from pro-
ject advisgory committees (appointed by the judges of the judicial
district).

Significantly, on motion of any county supervisor, weighted votes
of the board are taken. (Supervisors' votes arec weighted in propor-
tion to the populations of their respective countics; votes of members
appointed from a Project advisory committee and Judicially appointed
members arc not weighted.)

. The director of the judicial district department is cmployed by
the board. In turn, the board receives funds from the State Division
of Adult Corrections under an annual contractual arrangement .

The program is staffed by 17 managers, 17 clerical stalf, and 60
line staff (1978). The organization chart appears in Figure 1.

Program Operations

The program is structured around four primary components: rcleasc
On recognizance (ROR), supervised release, presentence investigation/
probation, and two community correctional facilities, one for men and
onc for women.

The historical development of the Des Molnes program provides a
good cxample of the evolution of a community corrcections center. The
first program component, release on recognizance was initiated in Des
Moines, in 1964, following a local newspaper editor's visit to New York
City. A chance visit to the Vera Foundation exposed him to the Man-
hattan Bail Reform Project, initiated by Herb Sturz, a former
journalist, to reduce unnecessary pretrail detention of New York City
prisoners. Back in Des Moines, the editor, with assistuance from local
citizens, sought to establish an ROR program modeled after the Man-
hattan Project. Their goals were to alleviate overcrowded conditions
in the Polk County Jail, to improve the quality of justice by increas-
ing the number of persons released bhefore trial, and, in the process,
save the county money.
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CRARACTERISTICS OF CONNUNTY: CORREGTIONAL CENTERS N DES MONES AND THREE REPLICATIOR SITES -~ ORLANDO, FLORIOA: DULUTH, MINKESOTA; VANCOUVER, WASHINGTON

TABLE T-1

Location
Characteristics (7

Des Moines, Iowa

QOrlando, Florida

Duluth, Minnesota

Vancouver, Washington

1
Name

Fifth Judieial pistrict
Department of Correctional
Servicas

| Office of Court

Alternatives, Orange
County, Florida

Mrrowhead Regional
Corrections

Clark County Community
Based Corrections

Community Served

Des Moines, Iowa and 16
counties in central
Towa; 300,000 of the
505,000 people in the
16 county area live in
or near Des Moines

Orange County (Orlando)
Florida; 435,000 per-
sons, 120,000 of whon
live in the metropol-
{tan area

6 N.E. counties

in Minnesota (15,317
sq. miles) serving
292,593 people. About
100,000 live in the
Duluth area of st.
Louls County. (1)

Clark County, Washington
approximately 175,000
population

Sponsoring and/or
Operating Agency

16 county Board of
Supervisors/Fifth
Judicial District Dept.
of Correctional Services

{Orange County/Office
of Court Alternatives)
County Cormission

Six county Board of
Commissioners/Arrow=
head Regional Correct-
ions Board

Clark County Department
of Community Rased
Corrections

Services Offered

Pre-Trial Release,
Probation, Pre-Sentence
Invest., Residential,
Parole Support, Special
Projects, Job Placement,
Mcohol Safety, Volunteer
Counseling

Pre-Trial Release,
Supervised Release,
County Probation,
Rasidential Center,
Pre-Trial Diversion,
Job Recruiting &
Placement, Coungeling

Pre-Trial Release,
Supervised Release,
Intensive Probation,
Reaidential Center,
Volunteers in Cor-
rections, Education
Programg, Counseling

Pre-Trial Release,
Supervised pre-Trial
Release, Misdemeanant
Probation, Residential
Services, Drug Services,
Alternative Community
Services, Counseling

annual Operating Budget $1,866,21212) 401,000 3,881,366 $490,565

Sources of Funds State Purchase of Federal & 12 State Dept. of Corrections{pist. Ct. Funds  $212,527
Services $1,825,620 | state Subsidy; 6 Participating [State Dept. of 113,279

State Parole 6,012 | County 58% Counties, Per diem Corrections
Support Program Income  30% from other counties, TASC 111,642
Federal -0~ Federal Bureau of State Crime Agency 22,644
Client Fees 20,000 Prisons Farm Income Clark County 1,132
Other Tocal Con- 14,680 Nat'l Inst, Drog 13,430
tributions Comp, Imploy. & '
Training Act 11,911

State Grant in

Aid-Drug 4,000
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TABLE T-1 (CONTINUED)

CHARAGTERISTICE OF COMMUNTY CORREGTIONAL CENTERS IN DES HOES AND THREE REPLICATION SITES -~ RLANDO, FLORIDA: DULUTH, NINNESOTA  VANCOWVER. WASHNGTON

Location

Characteristics 7 Des Hoines, Iowa Orlando, Florida Duluth, Minnesota Vancouver, Hashington

Major Program Components . Release on Recognizance  |. Pre-Trial Release . Pre-Trial Release + Release on Recornizance
. Supervised Release . County Probation . Citation . Supervisad Rolease
. Pre-Sentence Inv. . Residential Center . Supervised ROR Pelease |. Misdemeanant Probation
. Probation Supervision . Pre-Trial Diversion . Misdemeanant Probation |. Residential Services
. Hen's Residence . Supervised Release . Residential Center
. Women's Residence

Workload, by Program Component Program Persong? No. Annual Admissions § Annual Admity Persons
ROR {released) 1941 Pre-Trial Release 100 |P.T. Rel/Cit.  Unkaown |ROR (released) 2761
Sup. ROR (released) 435 County Probation 900 |Sup, Release 72 |Supervised (Rel) 98
PSI (assiqued) 944 Residential Center 130 (Released) Misd. Probation
Probation (new cases)9l7 Pre-Trial Diversion 450 |Misd. Probation 498 | (cases accepted) 473
Men: Residence (new 163 Supervised Release 75 |Residential Center 262 |[Res. Services 22

cases) {admits)

Cost by Program Component Pre-Trial Release $259,830 |Pre-Trial Release Cost information not ROR $55,000
Probation 398,224 |County Prob.(Misd) 93,000 | available. Sup.ROR 25,000
Pre=Sentence Inv. 253,198 |Residential Ctr. 228,000 Misd, Probation 110,000
Residential 549,048 Ipre-trial Div. 80,000 Res. Services 259,0M)
Parole Support 6,012 {(2) (2 years)

Admission Criteria Adults only. Virtually hdults Only. Crines hdults & Juveniles Mults Only. Sex & violent
no exceptions "against persons” gen~ except those with sent~ | offenders excluded from

erally excluded from ences of more than 5 yrs. | residential services
consideration,

Referral Sources ROR & Supervised ROR ROR & P.T. Div. ROR by jailor or judge; |98% hy local courts,
clients are automatically  |clients are automatically |court makes all other 2\ from state parole.
interviewed at Jail interviewed at the jail; |placement; Bureau of
Admission; courts refer Ct. refer cases to res- | Prisons
cases for PSI, idential center & Prob,

ftho Makes the Intaxe Declsions? Judges admit to all programs |Director has right to District or County Courts | Judges, Parole w/Staft
but always after Staff Rx, |rxeject placemants hy Recommendations
State work release committee {courts or jail staff.
refers cases to women's res-
idence; director accepts.
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TABLE X~ 1 (CONTINUED |
CHARACTERISTICS OF COMMUNITY CORRECTIONAL CENTERS N DES MOINES AND THREE REPLICATION SITES -~ ORLANDO, FLORIOA S DULUTH, MINNESOTA; VANCOUVER, WASHIGTON

‘*—-..._.___&““ !
.._‘nggglon

Characterigtics 7 Des Moines, Iowa Orlando, Tlorida Duluth, Minnesota Vancouver, Washington

Facilities Hen's Residence; a Men's Res.: 50 Bed Men's Res: 60 Bed Min. Navis Court, 18 ned
leased 54 bed, mininum min, sec. converted motel | Sec. 3,000 acre working | Diagnostic Residence
security former military in commercial area; farm jointly owned by St.| Lincoln Arms, 33 ed
barracks at Ft. Des Moines | leased Louis, Lake Cook and Residence (Plamed)
Women's residence: a Carlton Counties

leased 30 bed min. security
facility in a residential

area
Personnel, by type Supervisory & Admin, 17 35 Staff Court & Field Sers, 72 | Central Administration 7
Clerical 17 Support Services 26 | ROR 4
Line Staff (Prob. Officers, Juvenile Center 29 | Supervised Release 1
residential, pSI Men's Residential Misdemeanant Probation 4
workers, etc. 60 Center 42 | Residential Services 8
TOTAL 94 Proj. Care 4 | Other Programs 5.5
Volunteer Program 9 TOTAL 9.5
. 187
o _

NOTES:
1) 1972 Population Estimate

2) Ppurchase of Service Agreement FY Ending 6/30/79

1) Does not include Program Administration, office space & overhead
4) Includes services to juveniles

5) Persons served, is data for the entlre judicial district

6} $157,000 of this is program income

1) See narrative description for dates, cost & detalil, etc.




ORGARIZATION OF FIFTH JUDIIAL DISTRICT CORRECTIONAL SERVICES DEPARTWEG
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"In 96% of all cases the court has accepted staff
recommendations and over 60% of all persons charged
with criminal offenses in Polk County are released

under this program prior to trial. Over 7,000 persons
have been released, and only 2.4% have failed to appear
for trial. No services are offered to people released

in this program, except that staff reminds each releasee
of his trial time and date three days prior to the trial.
Since release is accomplished quickly, generally within
a matter of hours, arrested persons who are employed,
but with marginal incomes, lose little or no time on 3
the job and, most importantly, do not lose their jobs."

Initially, the ROR program was funded and administered by the
Hawley Welfare Foundation, a local philanthropic organization. By
1966, after the ROR program had been thoroughly tested, the City of
Des Moines and Polk County appropriated funds for the project, which
continued to be operated by the Hawley Foundation.

Supervised release was added to the ROR program in February 1970.
A survey of persons who did not qualify for ROR had shown that many
came from the Des Moines Model Cities neighborhood. The Des Moines
Model Cities program thus agreed to finance a supervised release com-
ponent and matching funds were secured from LEAA. The supervised
release component, originally called "rerease with service," focused
services on individuals wheo could not qualify for regular ROR. The
new program made it possible to release persons on recognizance be fore
trial if they consented to a program of close supervision and other
special conditions. The National Council on Crime and Delinquency
administered the program during its first year.

In January 1971, the Polk County Board created the Polk County
Department of Court Services, and a large LEAA discretionary grant
provided funds to establish misdemeanor probation and presentence
investigation services. The ROR and supervised release components,
also located within the new department, were expanded to serve all
residents of Polk County. The community correctional facility was
opened at Fort Des Moines in July 1971 with assistance from the same
grant.

"_..the Fort Des Moines Residential Corrections Facility...
is a non-secure institution which is housed in a renovated
barracks at Fort Des Moines, just inside the Des Moines'
city limits. There are no bars, no security screening, no
security glass, no outside walls or fences, no physical
control of any kind. The residents are nearly all felons..
who were considered unsuitable for probation and who would
normally be committed to sState operated maximum security
institutions. Since it began receiving residents, from one-
third to one-half of the residents have been heroin addicts
who have been convicted of other offenses... Offenders
committed to this institution have been convicted of offenses

ranging from larceny to assault with intent to commit murder. ..

ERIC 21
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the Fort Des Moines Facility is not a half-way housc. ..
-(1t) is not stopping off place between maximum security
conlinement and fuli releasce to the community on parole.
[t is instcad a Jail by statute and it 1s for convictod
offenders who are committed to scerve sentences ., "

This filled out the original complement of four programs: (1) preo-
trial rclease; (Z) supervised pretrial relecase; (3) misdemcanor pro-
bation und Presentence investigation; and (4) a residential alternative
to jail.

In 1972, with funds provided by the Towa State Crime Commission,
the Poilk County opcration was cxtended throughout the 16-county .Judi
cial District and the Program beccame known as the Fitth Judicial
District Department of Court Services. Regional offices weo-e opened
in Creston and Chariton, lowa. In 1973 state legislation WIS passod
to oncourage other Judicial districts to adopt the Des Moines approach.
The legistature appropriated $650,000 to help other countics torm
multi-county, local government corrections departments along judicial
district boundarics. By 1977, the department had changed its name
again, this time to conform to new legislation mandating the four
principal corrections components in cach judicial district In the state.
The new department became known as the Fifth Judicial Districe Depary
ment of. Correctional Scrvices.

The Fifth Judicial District program has continued to evolve and
cxpand. A 30-bed minimum-socurity facitity lor women was opened in
1973 in a residential areca of Des Moines.  The building is lecused From
a priviate owner. I'n addition to the new Alcohol Safety Action nDrogram,
which provides services to persons arrested for alcohol-connectoed
vehicle code violations, there is a strong voluntcer component and n
Community Resourcoe Management Teuam!2 which Provides specialized pro
bation scrvices to misdemeanants and felons. Qutlying counties are
served by a network of rcgional offices, but the center obf the action
remains in Polk County.

B:foTﬂJ Soqrccs"und_Admissjons Policy
Most referrals are generated locally. ROR and supervised relense
clients are automatically interviecwed upon. admission to Jail.  The

vourts generate referrals for presentende investigations and pDlacement s
at the residentinl facilities. State parolces and state work reloeasce
cascs often are referred to the women's residence. There also are
occasional Burcau of Prison placements at the residential Facilitics.
Most clients arc on suspended sentence as g condition of probation.

The residential program is backed up by a traditional Jall system:

i{ the clients do not adjust well at the rcesidential facilitics, theyv
arce transferred to the jail, In thecory, there are no restrictions on
clientele, although certain types of cases are riarely accepted (e g,
those with a history ofr violence, arsonists, scverely mentally retarded,
pPsychotic, etc.).

Workload

Workload figures for cach program component (or the years 1970
and 1977 appecar in Table 2, and are the latest available. The ROR
program rclecased 1,817 individuals in Polk County and another 1249

Q 22
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Table II-2
Des Moines, lowa Site

Fifth Judicial District
Department of Correctional Services
Workload by Program Component: 1976-1977%

Polk County

76 June 30 77 June 30
ROR (Released) 1344 1817
RWS (Released) 346 299
PSI (Assigned) 518 632
Probation (New Cases) 748 608
Fort Des Moines (New Cases) 201 163
Women's Facility (New Cases) 62 55
Region
(15 other counties)
76 June 30 77 June 30
ROR (Released) 123 124
RWS (Released) 142 136
PSI (Assigned) 325 312
Probation (New Cases) 235 309
*Source: Program Administrator via on-site data collection.

When combined, the 1977 data from Polk County and
the Region total the workload figures which appear
in Table 1.
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individuals in the other 15 counties, For supervised releases these
figures were 299 and 136, respectively. The number of Presentence
investigations totaled 632 in Polk County, while another 312 were
conducted in the remaining areas of the district. A total of 608
new probation cases were added from Polk County; another 309 from
the remaining counties in the judicial district. Note the residen-

Financing

For the year ending June 30, 1979, the basic budget of the depart-
ment is $1,825,620. The Department receives most of its funds from
the Iowa Division of Adult Corrections through a purchase-of-services
agreement. Sources of support include: state purchase-of-services
funds from the Division of Corrections; per-diem expenses for women
Parolees and women on Pre-release from the State corrections System;
client fees; and county general funds. Table 3 sets forth sources of

funds and the costs of each program Component.

In 1974, an evaluation of the Polk County operation identified
several important aspects of program costs.l These are reproduced
in Table 4.14 Although the data are now five years old, it is Clear
that the Des Moines Program components compare favorably with other
correctional alternatives.,

® ROR and Supervised Release

"...the per-day costs for both pPre-trial release and

Program over an average term is virtually negligible.
Further, though the length of time spent in supervised

operated parole and probation unit. However, because
of the shorter average period of assignment to the Des
Moines probation component, its per-term cost is signi-
ficantly lower than the per-term cost of the state
parole and probation unit."

® Residential Facility

than the state pentitentiary and the men's reformatoyy on
a per-day basis, but it is substantially less expensive
on a per-term basis.'"l
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What additional funds would have been expended by the county and
state corrections system were there no Des Moines program? Evidence
suggests that populations of probation, parole, ind institutional pro-
grams at both_state and local levels would have increased, with
accompanying increases in correctional system costs.

“The 1974 evaluation estimated that, if the four

Des Moines components had not been available, the
number.of clients assigned to the state parole and
probation unit would have been increased by 515
clients per day, population of the Polk County jail
would have been increased by 56 inmates per day, and
the population of all other mea's correctional in-

stitutions in the state would have been increased by
133 inmates per day.'18

As shown in Table 5, the Des Moines project saved county and state
corrections systems an estimated $454,229 in 1973. At current costs,
these savings would be even more impressive.

But there is a caution which needs to be understood by jurisdictions
who consider implementing this program model and expect similar results.
A research report prepared by the State of Iowa's Bureau of Correctional
Evaluation cautions program administrators to insure that those entering
residential faciliiges are persons who otherwise would have been sent
to prison or jail. A facility like Fort Des Moines must not be allowed
to admit persons who would otherwise be on probation or in pre-trial
programs. This would be an inappropriate and expensive use of the
community correctional center's residential facility. Note the results
reported for For Des Moines depended upon successfully applying sound
client selection criteria.

ORANGE COUNTY (ORLANDO) FLORIDA
Setting

The Orlando metropolitan area, which contains about 120,000 per-
sons, serves as the nucleus of Orange County (pop. 435,000). Twelve
smaller municipalities cluster on all sides. As one moves away from
Orlando, driving through these smaller municipalities, the landscape
gives way to more rural unincorporated county areas. Disney World,
located in Orlando, has had a massive effect on the economy and popu-
lation of the area.

“In 1970, 3,061 cases werc processed through the courts
in Orange County, Florida. By 1974, local officials
estimated 8,200 cases might be processed...hence, the
tourist industry had a critical impact on the Orange
County criminal justice system, perhaps doubling the
number of cases that might otherwise be processed.”

Services

The Orange County project sought to replicate the Des Moines
program, providing ROR, supervised release, misdemeanor probation,
and residential services. It also offers other services within this
framework. Pretrial diversion; a jail diagnostic center, counseling,
vocational planning and placement services; and alcohol and drug abuse
ehabilitation are knitted together within a coordinated county

25
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Tab]e I1-3
Des Moines, Iowa Site

Annual Budget Detail For The Year Ending June 30, 1979
Fifth Judicial District, Department of Correctional Services*

Source of Funds

State - Purchase of Service $1,825,620.00
State - Parole Support 6,012.00
Federal

Client Fees 20,000.00
Other Local Income 14,680.00
TOTAL $1,866,312.00

Services To Be Provided

Pre-Trial Release 259,830.00
Probation | 398,224.00
Pre-Sentence Investigation 253,198.00
Residential 949,048.00
Parole Support 6,012.00

Special Projects

TOTAL $1,866,312.00

*Source: State Purchase-of-Services Agreement.

26 q

oY%}




Table 11-4
Des Moines, Iowa Site

Costs Per Day and Per Term for the Iowa Department of Court Services,
Polk County Jail, and the Bureau of Adult Correction Services*#*

1973 No. of Cost Average Cost
Program Client Per Length Per
Cost Days Day 0f Term Term
(days)
Department of Court
Services
Pretrial Release $ 58,377.92 134,137 $ .44 51.7 $ 23
Pretrial Services 152,911.34 31,595 4.84 99.3 481
Probation 158,073.29 147,033 1.08 | 359.4 388
Men's Facility 339,278.14 16,829 20.16 | 107.9 2,175
Women's Facility 108,403.07 2,100 51.62 97.3 5,022
Polk County Jail 345,221.54 32,916 10.49 47 .8% 501
Bureau of Adult
Correction Services
State Penitentiary $ 3,749,829 220,095 $17.04 693 $11,809
Men's Reformatory 2,828,906 156,585 18.07 693 12,523
Women's Reformatory 490,184 19,710 24.87 404 10,047
Parole § Probation 684,531 630,720 1.09 468 510
*These figures apply only to persons awaiting trial in the Polk County
Jail; length of time and cost per term for persons serving sentences
could not be determined.

*xSource: NCCD, Community-Based Alternatives to Traditional Corrections:
The 1973 Evaluation of the Fifth Judicial District Department of Court
Services.




Table II-5S
Des Moines, Iowa Site

Comparison of Cost of

of Correctional Services with

For Handling its Clients thr

the Iowa

Department
Projected Costs
ough Other Programs#

Cost Total ~ Total
Additional| Per Additional Additional
Clients Day Cost Per Day Cost Per Year
Polk County Jaiil 56 $10.49] $ 587.44 $ 214,415
Probation § Parole 515 1.09 561.35 204,893
Men's Institutions 133 17.55 2,334.15 851,965
Total Additional Costs $1,271,273
1973 Costs--Department of Court Services 817,044
Total Cost Difference $ 454,229
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government administrative structure. Recently added is a community
services public works program designed to productively utilize of-
fenders sentenced to weekend confinement in jail. This program 1is
expected to contribute 2,000 man-days of labor to county service.

Goals

The program 1is designed to provide sentencing alternatives, Té-
duce court and prosecutor caseloads, reduce the jail population,
provide social rehabilitation services to selected offenders, and
reduce county justice system COStS.

Administration

The program components are, primarily, part of the Office of Court
Alternatives, established in early 1975 by the Board of County Com-
missioners. Organizationally, this office is administered by a
director who reports to the Court Administrator of the Ninth Judicial
District. The program is monitored by a Board of Directors composed
of the sheriff, state attorney, chief judge, chairman of the Board of
County Commissioners, and district supervisor of the Department of
Offender Rehabilitation. The organization chart appears in Figure 2.

"_..(the replication grant) proposal called for an Office
of Court Alternatives, administratively responsible to

the County Court Administrator, a political appointee, and
receiving policy guidance from a Board of Directors oOn
which most of the top county officials concerned with
criminal justice would sit. The Office of Court Alterna-
tives was to manage and coordinate the activities of all
the replication programs, the release-on-recognizance
program that the sheriff's office has been operating, the
supervised release program that had been funded by Re-entry
and run by the Department of Community Affairs, and the
residential facility-to-be."

Program Operations

' The Office of Court Alternatives serves as a court/corrections
"umbrella" agency, combining a supervised release program, 2 pretrial
diversion unit, a county | isdemeanant) probation component, and a
community-based residential facility. The sheriff céntinues to
operate the ROR and diagnostic/classification unit, but close coordi-
nation with the Office of Court Alternatives is maintained.

The ROR program is administered from the county jail, Pre-
release staff gather information concerning the pretrial detainee's
present and past employment, length of residence in the community,
prior criminal record, and family ties. This information is veri-
fied by calling close associates, friends, and family, and points
are awarded according to an objective scale. If the defendant has
scored a sufficient number of points, the staff recommends release
on recognizance to a circuit court judge. If the staff recommendation
is accepted by the judge, the defendant is given a card informing him
of the charges against him and the date and time of his scheduled

court appearances. He is then released. A reminder notice 1s sent to
ohim one week prior to his court date.
ERIC 29
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. "

.. if the defendunt does not appecar in court, an attempt
1 made by the staff to contact the defendant. The staff
determines whether the defendant has forgotten or could
not appear at his court appearance or whether there was a
conscious effort to avoid Prosecuticn. If the latter is
the case, the defendant's release order is revoked.. . A
record is kept in the office files of al}l persons inter-
viewed and rcleased by the pretrial release component.
When the disposition of the case is determined, the re-
lease order discontinues and the file is closed."22

The supervised release progran component reaches many persons
who do not qualifly for regular ROR. The program expects all partici-
pPants to be: actively cmplo ed or seeking employment; receiving
vocational training; or in an academic program. ~The program counse-
lIor's job is to provide services and/or make appropriate referrals.,

"...each participant receives weekly supervision and
makes a commitment to establish personal goals. At the
initial stages each Person signs an agreement form where
the program guidelines are explained, and a treatment
plan is determined., Supportive counseling is stressed
With ¢ »rvices made available from existing community
agencies...in the areas of job development, educational
upgrading, vocational training, and individual, and family
counseling."25

Certain offenses disqualify an of fender for supervised release:
crimes against Pe€rsons; serious drug charges; or use of a weapon in
the commission of a crime. To he eligible a defendant also must have
a8 pending court date in Orange County in a county or circuit court.

The Pretrial diversion program component uses deferred prosecu-
tion as an Incentive In working with the offender. The program draws
heavily from the age group of 17 to 26 years. To be eligible, clients
must have no prior adult convictions and no drug, alcohol, or severe
emotional problems. [n addition, only minor offenders (charged with

misdemcanors or third-degrece felonies) are eligible.

"Al1l participants are involved in intensive supervision/
counseling coupled with a coordinated use of community
resources and rehabilitative facilities...the Principal
objective of the pretrial diversion program is to offer
selected youthful, although adult, first offenders coordi-
nated assistance in the areas of vocational training, job
placement, cducational assistance, personal counseling and

physical and menta} health services. These services are
made available tmmediately after arrest and throughout a
SIX to twelve month period of deferment. When a partici-

pant successfully completes the program, he will be
virtually assured of maintaining a ¢lean record. 24

The residentigl Fqc{}iry Is Kknown as the Court Alternative Center.

[t is a convbrtéJ—mdfblj-foH space for 50 residents, located in a

commercial arca of Orlando. [t is Jeased by the county from a private
owner.
50
o . & .
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FIGURE II-2
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"The Court Alternative Center is ga residential program
designed for those defendants who do not qualify for
release services because they need a more Structured
living environment and yct do not pose a threat to the
community. The Court Alternative Center can be viewed
4S5 an extension of release services and will accept
referrals from the... (ROR and Supervised Release). ..
components. The Court Alternative Center's pPrimary

Referrals to the residential facility.cqme_from the jail, the ROR
and supervised release program, and directly from the courts. All
available inforrstion regarding a possible WOoTk release candidate
(medical and Psychological evaluations, pPrior record, instant offense
report, etc.) are reviewed by Court Alternative's Peérsonnel on a

weekly basis to determine elegibility. Names with relevant data are

Once a ciient has been accepted into the facility, he 'spends the
first five days in orientation and is administered a series of tests.
A treatment Plan is worked out with his counselor. In additiorn to
working, attending school, or participating in vocational training,
the resident must attend one therapy session a week and meet indivi-
dually with his counselor.

As of September 1977, "over 375 inmates have been residents
at the Center. OoOf this number, only 18 are known to have
been subsequently arrested, resulting in a recidivism rate
of only 5%...126

The facility is staffed by a part-time administrator, an assistant
administrator who also servés as treatment supervisor, a job develop-
ment specialist, three treatment counselors, a secretary/bookkeeper,
six counselor aides (for transportation and security), and a food super-'
visor. :

"Residents are required to pay $30 a week for maintenance
and room or 80% of their take-home Pay, whichever is less,
This results in not only reducing costs by approximately
$§50,000 annually, but also gives the resident a sense of
responsibility many have not before experienced...many Tre-

earnings--a first for some-- (Earnings are also used)..._
for self support, family support, and court-ordered obliga-
tions..."27

The probation component is staffed by a probation supervisor, fivg
probation counselors, three interns, a secretary, and a clerk/typist.

Misdemeanants on probation normally are sentenced to six months
to one year of supervision; however, many probationers do well and

32
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are terminated early (from three to eight months). Probationers are
expected to pay a monthly supervision fee to the county to help off-
set the cost of supervision. Restitution and court fees often are
made conditions of probation.

Referral Sources and Admissions Policy

ROR and supervised release candidates are identified through in-
terviews conducted with persons arrested and booked into the Orange
County Jail. The judge may order release on the basis of staff
recommendations. To be eligible for supervised release the detainee
must have a pending court date and be a resident of the county.
Certain offenses make a person ineligible for the program: crimes
against persons; serious drug charges; use of a weapon in the commis-
sion of a crime. : ,

"participants (of the pretrial diversion component) are
selected by the program staff after a review of the pend-
ing charge from daily arrest reports in county and circuit
courts. Referrals are also received from Orlando Municipal
Court. Potential participants are interviewed and the
State Attorney 1s consulted in every case. The program
does a background investigation before making a decision
and the State Attorney completes the record check. Final
decision in every case 1s made by the State Attorney.

The presumption of innocence applies to all clients and
participation 1in the program is volurtary. Successful
participants avoid all court action a2% possible criminal
conviction on their deferred charge."

To be eligible for participation 1in the pretrial diversion pro-
gram, an individual must: have no prior convictions as an adult; be
charged with a misdemeanor OrT third-degree felony,; receive case review
from the Charge Division of. the State Attorney's Office and permission
from the arresting officer and the victim to defer the case; be a
county resident or have committed the offense in Orange County; and
demonstrate need and a desire to cooperate with program counselors.
Primary consideration is given to persons in the 17 to 26 age group.
Alcoholics, drug addicts, and persomns with serious mental problems
are not eligible except by special agreement with the State Attorney's
office. (Drug offenders, if accepted, must be supervised by Treatment
Alternatives to Street Crime (TASC). Alcohol offenders must be re-
ceiving treatment for alcoholism by a recognized facility or program.)
Candidates also must be physically able to maintain full-time employment
and must have 60 days or more to serve. They must be classified as
minimum security. Persons with a history of violence are ineligible.

The Court Alternative Center receives referrals from the jail,
the courts, and other program components. Misdemeanor probation cases
are referred for presentence investigation by the county court. The
director of the Office of Court Alternatives makes the final decision
concerning placement.
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Workloag

Workload figures for each program component for the vear 1977/78
appear in Table 6. About 1,150 persons are supervised on any one day ;
1,880 dnnually (some individuals may be counted morec than once if they
are served by more than one program component).

Financing

Fiscal yecar 1978/79 costs for the brogram are available for three
of the major Project components. These are shown in Table 7.
Four sources of Ffunds support the program: 12 percent comes from federal

and state sources, including grants; another 58 percent comes from local
county funds. The remainder (30 percent) is program income from three
sources. Pretrial diversion charges a one-time supervision fee of $50
for misdemeanor cases and $80 for felony cases. Probation supervision
fees of $10 a month are supplemented by $6 from the state for every $10
collected locally. Residents of the residential center pay $30 a week
to help offset room and board costs. As of September 19, 1978:

"Pretrial Diversion...services about 450 cases annually
and produces at least $150,000 in prosecutorial cost re-

ductions.
The Court Alternatives Center...has provided for over 350 in-
mates who would otherwise have remained in jail. The

daily resident cost of $10.96 compares favorably with
the jail cost of $13.75 and amounts to an annual savings
of $45,000, and relieves jail overcrowding.

County Probation...provides Services to at least 35 per-
sons who would otherwise be in jail at any given time.

At $14 daily per individual in jail, this amounts to g
minimum yearly reduction of $1,500,000 in jail maintenance
COSts, or an approximate savings of $950,000 annuatlly.'"29

The Orange County philosophy emphasizes client participation in
payment of fees, restitution, and other costs. For cexample, in
FY 1977-78, misdecmea: - _probation reported that $53,793 was collected
for supervision fees, $34,600 for court fTines and costs, and $13,200
for restitution.

ST. LOUIS COUNTY (DULUTIH) MINNESOTA

Duluth is a port city located at the west end of Lake Superior in
St. Louis County, northeastern Minnesota, The County had a population
of 220,693 in 1970 and it covers a land area larger than the state of
Connecticut. Roughly one-half of the population of the countyv is con-
céntrated in its southern portion, centered in and around Duluth.,

The Des Moines replication project originally was established to
*érve this southern area of St. lLouis County, hut the community
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corrections system there has evolved far beyond what it was in the
early replication period. St. Louis County 1is now one of a group
of sparsely populated counties in the Arrowhead Regional Correc-
tions System, a six-county corrections authority.

Services

The original replication project in St. Louis County consisted
of the four program components of the Des Moines model: ROR, super-
vised release, probation, and a residential facility. Under the
Arrowhead Regional Corrections Board, nearly all juvenile and adult
corrections services have now been pulled together into the multi-

county regional corrections system (the jails continue to be operated
by local sheriffs).

Court and field services provide pretrial, probation, and parole
services to County and District courts throughout the region. Juve-
nile institution services include operation of the Northeast Regional
Corrections Center (the equivalent of Fort Des Moines), its educational
program and outreach components {such as volunteers in corrections),
and the Two Harbors Positive Peer Culture Program. One section of
the department is responsible for planning, research, staff develop-
ment, and educational outreach programs in four smaller counties.

Goals

The original objectives of the Duluth replication were: to pro-
vide defendants with an alternative to bail or pretrial detention
and convicted offenders with an alternative to bail or jail while
awaiting sentencing; to reduce recidivism by expanding probation to
of fer education and training, counseling employment services, and
drug treatment programs; to house and treat a majority of offenders
in the community while maximizing public protection; to integrate the
offender into the community while serving a sentence in order to cn-
coyrage non-criminal behavior upon release; to emphasize the use of
ljocal community services in treating the offender; and to coordinate
existing community corrections programs in the county and district to
reduce gaps and duplication in services.30

"Two major considerations apparently guided the grant
proposal for replication funds. 1) The money would
help consolidate community corrections in St. Louis
County, giving local officials more control over felons
after adjudication. Administratively, the project would
give District Court judges more leverage over the North-
east Regional Corrections Center, and help integrate the
corrections center with county probation. 2) The moncy
‘would help reduce the grotesque workload of county pro-
bation officers. Administratively, the project would
allow probation to separate criminal caseloads from
family support caseloads.”
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Table 11I-6

Orlando,

Workload
Orange County Office

Florida Replication

Statistics
of Court Alternatives

Program No. of-Annual Av. Daily Av. Length of
Component Admissions Population Stay (months)
Pretrial 450 305 7
Diversion
Residential 130 38 5.7
Facility
Misdemeanor 900 615 8
Probation
Pretrial 400 193 n/a
Release
Table I1-7
Orlando, Florida Replication

Annual Operating Costs of Program Components

Orange

County Office of

Court Alternatives

Pretrial Diversion
Residential Facility
Misdemeanor Probation

Release-On-Recognizance and
Supervised Release

$ 80,000
228,000
93,000

Not Available

1)
o
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Administration

The Arrowhcad Regional Corrections System is governcd by the
Arrowhecad Recgional Corrections Board through a joint powers agrcce-
ment signed by the six participating counties. St. Louis County
serves as fiscal agent for the corrections agency. There are four
major organizational divisions: (1) court and field services; (2)
juvenile institutional services; (3) adult institutional services;
and (4) support services. The current organization appears in
Figure 3.

Program Opcrations

At the time of the LEAA replication began in St. Louis County
(December 1974) only two of the four program components existed; a
regional community correctional facility and a probation service with

very large caseloads. No ROR or supervised release program components
were available.

'he community corrections facility was jnitiated in 1969 follow-
ing a St. Louis County Grand Jury investigation of conditions at the
County Work Farm, which found the Work Farm "comparable to a dog ken-
nel.” As pressurc to improve the situation increased, the legislaturc
appropriated $50,000 to survey the state's corrections problems. This
study produced rccommendations encouraging St. Louis County to form a
regional corrcctions facility in cooperation with Carlton, Lake, and
Cook Counties.32 In 1973, LEAA funds were used to remodel the County

work Farm and its name was changed to Northeast Regional Corrections
tCenter.

In 1971, an LEAA grant made 1t possible to provide diagnostic and
treatment services to the Duluth Municipal Court and to add one staff
position for the purpose of initiating a treatment program at the Work
Farm. Meanwhile, as was the case elsewhere in the nation, the popula-
tion of the Work Farm was changing. Public drunkenness statues werc
removed from the books in Minnesota in 1971 and, as district court
judges became more confident in the program it was used to confine
younger f(elony offenders with longer sentences.

A G0-bed minimum-security regional corrections facility for adults,
the Center is located 17 miles outside Duluth on a 3,000 acre site.
It is also an opecrating farm. The main building was built in 1930.
The location of the facility and the sparsely populated character of
the rcgion make it nccessary to deliver many services to the popula-

tion, rather than reclcase residents to the community for services.

"The daily living program of any facility is often
overlooked:; yet, without an adequate one, many other
things arc not possible. The residents at NERCC
(Northeast Regional Corrections Center) are allowed
to hring their own clothing and personal possessions

in with them. The only restrictions are on hot plates,
food and food preparation in the rooms for fire and
sanitation recasons. Clean linen is available as needed
and is revularly exchanged twice per week. Work clothes
o and hoots are provided for those assigned to outside jobs.
EMC 37

O



Meals are at 7:00 AM., 12:00 Noon and S:00 PUML, with
the main meal in the evenings.  Snucks are provided on

a limited basis around 9:00 P.M. he residents ) thiouch
their elected representatives, oporate o canteen whiehopa
at various times during the day and evening. The protits
g0 to the residents and they purchased such 1tems as on
football, table, refrigerator, washer, and drver ror
their own use. The resident manager handles his own in
ventory and account-. There i1s a resident council meeting
on Wednesdays and a staff-resident meeting the following
day each week. This serves as the vchicle for genevating
suggestions, complaints and change where Teasible and
offers staff and residents a forum. Residents recceive an
allowance weekly. It amounts to about 50¢ per dav [or
either a § or 7 day job, depending on preference and need
(7 day jobs are voluntary)."33

Forty-three full-time and part-time staflf membeors provide o
balanced but largely institution-based brogram. The orvanization of
the Northeast Regional Corrections Center is depicted in Figure 4.

Intensive probation services also are provided. I'robation Services
existed in St. Louis County prior to the replication project, hut the
large probation caseload ruled out intensive probation. The replica-
tion grant, Plus an additional grant through the local regionas crimin:gli
justice planning unit, allowed St. Louis County and the three othoer
counties in the vast Sixth Judicial District to reorganize prohbation
services.

"The intensive Probation unit allowed tho chief probation
officer to divide his statff into two groups, one handling
the family support cases and the other felony cases.
Hence, intensive probation allowed an administrative roe-
organization of caseloads . '34

ROR and supervised release were initiated -as part of the replicn
tion effort. Many compromises needed to he hammered out before the
ROR program in Duluth could be implemented. | the original replica-
tion design the ROR Supervisor was to be the jail administrator;
however, county board approval was needed to promote him to this super
visor role and the board vetoed the pPlan.  The county sheriltf ascumed
daily supervision of the program. ROR interviewers hocame unitformed
sworn deputies. Eventually, for various reasons, the ROR program he
came only an obscure part of the Duluth program.

"Unlike other Jurisdictions.. . the use of ficld citations

by police was widespread. In Duluth the polijce we e
issuing citations to, instead of booking, <ome 4] pereent
of those they arrested for misdemeanors, and it WAS Coertigg
that tiie percentage would increase reatily within monthe

A new Code of Criminal Procedures required the police tn
release on citation unless they justilijoed thein detention
in writing, for all but a few specificd clusses of mis -

demeanor defendants was to take offect in July w7y, The
. TR M
ROR program was bound to wither away.. . "35
38
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FIGURE I-3

DULUTH, NINNESOTA REPLICATION
ORGANIZATION OF THE ARROWHEAD REGIONAL CORRECTIONS SYOTEM

(1978)
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Since there were few ROR releases, supervised release was the major
pretrial program component, and it was used extensively. Forty percent
of misdemeanor defendants, and forty-three percent of felony defendants
were released under supervision.36 In Duluth this program produced im-
pressive results.

"__.it was unarguably a successful control program. A large
majority of the clients completed it without incident. Only
two percent were returned to jail and less than one percent
were charged with failing to appear at a scheduled court
hearing. Six percent were arrested for new offenses, two-
thirds of which were misdemeanors, while they were in the
program. All those figures are considerably lower than the

equivalent ones in the Des Moines prototype.''

Other program components were added as part of Duluth's effort to
adapt the Des Moines model to local needs. Three important features
provide good examples of such localization. First, a position of job
developer was created with responsibility for contacting potential
employers to encourage them to hire offenders, working with clients in
all components of the program, and maintaining a close working relaticn-
ship with the Comprehensive Employment and Training Act (CETA) program.
Second, the program developed a specific American Indian component.
Linkages were developed with the Minnesota Chippewa tribe, which was re-
presented as a separate unit of government with status equal to county
commissioners on the governing board. 1In addition, two Indian probation
officers were hired to work with American Indian clients. And third,

2 law enforcement liaison officer was hired to work with the supervised

release component and to obtain the support and cooperation of law en-
forcement.

Referral Sources and Admission Policy

The county and district courts serve as the primary referral source
for all four program components.

wResidents are received at NERCC directly from the courts.

The county courts can commit a man here to a maximum of 90
days per charge; the district courts, up to 1 year per charge.
Misdemeanants (county court) are here on a straight commit-
ment and are eligible to earn up to 5 days per month 'good
time'. Felons are here as a condition of probation and as
such are not eligible for 'good time'. What generally happens
with a felon is that the judge at sentencing will commit a
man to the Department of Corrections for the term prescribed
by law, usually 5 years 1in the cases we receive, stays €Xecu-
tion of the sentence and places him on a like amount of pro-
bation with a condition tgat he do the first year at NERCC.
Therefore, if he runs away or commits some other prohibited
act he can go back before the sentencing judge to face a
violation of probation hearing. If found to be in violation
of his probation, he can be returned here or to the county
jail and/or his time can be started over, or the criginal
sentence can be reinstated and the invididual sent to a state
facility. In the case of a felor the judges tend to see

NERCC as one last chance. Therefure, we tend to get young,
o first time felony offenders. The misdemeanants tend to come
RIC in all shapes, sizes and ages."37
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Workload

Key workload figures of 1977, by major program components, arc pre-
sented in Table 8.

Financing

The Minnesota Communi ty Corrections Act38provides a subsidy to sup -
port the current Arrowhead Regional Community Corrections System, but
each bParticipating county also contributes significantly to finance the

effort. Revenues for 1978, by source appear in Table 9. However, the
way the Arrowhead Regional Community éorrections Systems constructs its

budget makes it difficult to estimate the cost of each replication pro-
gram component. Even the Florida Sgate University evaluators were

unable to reconstruct these Costs.
CLARK COUNTY (VANCOUVER) WASHINGTON

Setting

Clark County, Washington, another Des Moines replication site, con-
tains about 175,000 residents and is located in the southern bpart of the
state. The Principal City is Vancouver, Portland, Oregon, 1lies just
across the Columbia River, to the south.

Services
LrIivices

As the Clark County replication was initiated, in August 1975,
Seéveral existing services were combined with the new replication compo -
nents within a new Department of Community-Based Corrections. This de-
Partment now performs four basic functions:

® C(Client screening--the Collection of information for the

investigations, and drug abuse assessments.

meanor probation services, supervised release, drug abuse
Seérvices, and alternative community services.

¢ C(Client treatment in residential treatment facilitjes--
including drug abuse services and a variety of out-c¢lient
programs .

¢ Client re-entrK assistance to ease the transition to re-
lease status t rough employment services and counseling.

Goals

Simply stated, the goals of the Department of Community-Based
Corrections are to Provide the courts with local Seénteéncing alternatives
for felony and mismeanor offenders; to pProvide offenders with struc-
tured supervision and Services to assist them in developing necessary
behavior and employment skills; and, to coordinate services to offen-
ders so that €ssential services are delivered without duplication.

Administration
———->tration

The evolution of the Clark County program is best summarized in
the LEAA Des Moines Exemplary Project report:
Q ‘ 42
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Table II-8

Duluth, Minnesota Replication
Workload by Major Program Component

Program Component Annual Average Daily Average Length
Admissions Population of Stay

North East Regional 262 80 (See Note #1)
Corr. Center
Intensive Prob. (2) 498 64 1 yr.
Supervised Rel. 772 (3) 110 (4) 3 wks. (5)
ROR Replaced by Citation Release
Notes:

1. Felons averaged 10 months; misdemeanants averaged 45 days.

2. Duluth only.

7. This includes 266 felony cases of which 123 were released,
and 506 misdemeanor.cases, of which 444 were released.

4. Estimate of the Project Director.

5. Estimate of the Project Director.




Table I1-9
Duluth, Minnesota Replication

Means of Financing
Arrowhead Regional Corrections System, 1978%*

Beginning Balance (1977 Carryover) $336,196.00
Atkin County 34,138.00
Carlton County 117,996.00
Cook County 15,494 .00
Lake County 62,556.00
Koochiching County 44,124.00
St. Louis County $1,522,686.00
State of Mn. Dept. of 1,197,428.00
Corrections
Miscellaneous (1) 551,348.00

Total $3,881,966.00

1. Education grants and contracts. This amount also includes per-

diem from non-participating counties (at $25 per day) and farm
incomne. '

*Source: Arrowhead Regional Corrections Board, Arrowhead Regional
Corrections Plan, 1978, Duluth, Minn: September 1977.
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"The replication project developed by Clark County was
shaped by local needs and realities. It established a

new Department of Community Corrections within the

county government, with a director directly responsitle

to the County Commissioners. Within the new department,
several existing criminal justice functions were combined
with new replication components. Two new pretrial com-
ponents were established: an ROR and a supervised release
component. Given the unmet need for intensive probation
supervision, the new organizational structure absorbed the
existing county misdemeanant probation office and added an
Intensive Services Unit which would not only provide inten-
sive probation supervision to the misdemeanants who needed it,
but which would also be assigned probation responsibility
for those felons whom judges felt needed intensive services
(services not currently provided because of the high case-
loads of the state probation unit). The replication pro-
ject also absorbed the existing work-release program and
established a residential treatment facility patterned on
Fort Des Moines."40

Today the Department of Community-Based Corrections consists of
seven components in addition to administration. The first four of
these were initiated with the Des Moines replication effort.

1) Fretrial Services (ROR)

2) Pretrial Supervised Release

3) Misdemeanant Probation Services
4) Residential Treatment Services
5) Alternative Community Services

6) Drug Abuse Unit

7) Employment Services

The administrative organization of these program components is 11lus-
trated in Figure 5.

Personnel requirements varied over the period 1977-78, but gen-
erally included the following:

Central Administration: 1 Director, 3 Division Managers,
1 Clerical
ROR: 1 Supervisor, 3 Interviewers
Supervised Release: 1 Counselor
Misdemeanor Probation: 1 Supervisor, 3 Probation Officcers
Residential Treatment: 7 Counselors, 1 Clierical
Alternative Community Services: 1 Counselor
Drug Abuse Unit: 1 Counselor
anloyment Services: 1 Supervisor, 1 Counselor
ERIC 75
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Program Operations

In the release on recognizance (Pretrial services) component,
interviewers screen the majority of defendants brought to the Clark
County Jail to determine elegibility for pretrial release. Screen-
ing is stringent and difficult cases are Closely monitored throughout
the pretrial period. A point scale is used to screen offenders.
Criminal history information is obtained from local law enforcement
agencies. For felonies, a recommendation regarding ROR is given the
court; for misdemeanors, the unit may release the offender on his own
recognizance and advise the court of that action.

Supervised release (Pretrial supervised release) is considered
for those arrested invididuals who do not qualify on the point scale
for ROR. Release is a judicial decision, based in part upon the
recommendations of supervised release staff. Supervision in the
community is a unit responsibility. A counselor provides intensive
individualized supervision.

The misdemeanant probation services unit provides presentence
investigations for the District Court and supervision of misdemeanants
on probation. The misdemeanant probation program has three distinct
functions: (1) evaluation and training, including screening, motiva-
tional counseling, and job placement; (2) drug services with screening,
referral to treatment agencies, outpatient counseling, urine sampling,
and case tracking; and (3) diagnostic services (also available to any
Clark County criminal justice agency).

The residential treatment program offers intensive counseling in
a therapeutic community for long-term (up to one year) residents.
Work and educational release are possible in the latter months of a
resident's stay. An intensive behavior modification program is pro-
vided to male adult felony offenders who would be committed to prison
1f not accepted for this residential alternative. FEducational and
vocational training is provided where appropriate and employment is
required for graduation.

The alternative community services unit assigns indigent traffic
offenders to public and pPrivate non-profit agencies where fines are
worked off at a credit of $3.00 per hour.

The drug abuse unit provides drug abuse ‘evaluations for the
Courts and probation department, manages a drug detection (urine scan-
ning) program, and provides intensive counseling and therapy for drug
abusers.

In the employment services unit counselors provide vocational
testing and motivational counseling.

The Clark County programs operate out of four facilities. The
Green House now is the site of the administrative offices, as well as
the employment, misdemeanant probation, alternative community service,
and supervised pretrial release components. The County owns this
building, which is located half a block from the courthouse, Langdon
House is the locus of the Treatment Alternatives to Street Crime pro-
tram, as well as the National Institute of Drug Abuse outpatient
cognseling and ROR programs. This building also is half a block from
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FIGURE II-5S

VANCOUVER. WASHINGTON REPLICATION
 ORGANIZATION OF THE CLARK COUNTY
DEPARTMENT OF COMMUNITY BASED CORRECTIONS
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the courthouse and owned by the county. Both Green and Langdon llouscs
are in a lower-class white, single and multiple-dwelling neighborhood,
now undergoing a transition that will result in a predominance of
county facilities. Davis Court, also half a block from the courthouse
1s used as a residential and diagnostic facility with a capacity of 18.
Current plans are to move to a larger, 33-bed facility at Lincoln Arms ,
about a mile from Davis Court and to backfill the Davis facility with
the administrative offices now located at the Green louse. Lincoln
ATmS, upstairs, will serve as the residential treatment facility under
contract to a private organization, PREHAB: the lower floor consist-
ing of 30 beds also will be operated by PREHAB under a state contract
4s a work-release facility. Lincoln Arms 1s in a lower-class, white
neighborhood with industrial zoning in the area.

Referral Sources and Admissions Policy

The wide range of programmatic activities opcrated by the Depart-
ment permits almost all adult offenders entering the Clark County
justice system to be eligible for some service. Screening, of course,
determines the proper match between client and program.

. An estimated 98 percent of the clients of Department programs are
reterred by the local courts; the balance comes from the state paroling

authority. The residential facility serves as an alternative to con-
fincment in state institutions; although work release is possible, the
facility is intended primarily for confinement purposes. Placement

typically is a condition of probation or parole.

The only restriction on these Department programs is a prohibition
against placing violent or sex offenders in the residential facility.

Workload
Specific indicators of workload by program components arce depicted
in Table 10.

Financing

Budget revenue sources and costs by Program component f{or the
Clark County Department of Community-Based Corrections are shown in
Fables 11 and 12.

THE DES MOINES PROGRAM MODEL:  STRENGTHS AND WEARNESSES

The Des Moines experience and the lessons lecarned at the six re-
plication sites provide an opportunity to highlight those features of
the program modei that appear to have demonstrable yy]ye and those
that seem to have had unintended or undesired effects. Site visits
and review of extensive documentation concerning the replications pro-
vide convincing evidence that this community correctional center program
mode!l represents an efficient and effective corrections strategy
applicable to a wide variety of communities.

LI
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" . .the sites chosen certainly fulfilled the Institute's
desire for variety. They included a conservative and a
geographically remote capitol of a mountain state, a

rich suburban county, a somewhat decrepit industrial city,
a booming tourist town and thg capitol of a politically
intense deep-southern state." 3

An important strength of the model is that it has been replicated
successfully in several areas of the nation normally considered poli-
tically conservative and therefore relatively unreccptive to the
community corrections philosophy. Tne attraction of }ocgl.cgnt?ol,
accountability, and economy were persuasive elements in 1nltiating
and sustaining change.

The four program components of ROR, supervised release, misde-
meanor probation, and residential treatment, as well as the administra-
tive and organizational arrangements used to tie them together, give
this program model great appeal. There is evidence that these program
components can reduce jail overcrowding; improve the quality of informa-
tion available to courts in determining pretrial release and fixing
sentences; provide a residential alternative to jail that is suitable
for a large portion of inmates formerly sent to jail or prison; and
generate community support for corrections and correctional reform.

The administrative placement of the four components under a single
corrections authority helps to bring the ''pieces" of local corrections
together organizationally.

The four program components bridge much of the criminal justice
system from pretrial services through sentencing options, but the com-
prehensiveness of that concept is a source of weakness as well as
strength. In the three replication jurisdictions described here, the
Des Moines program model proved an important evolutionary step toward
more comprehensive organizational arrangements.44 But the program
also proved difficult to replicate. In Salt Lake, Baton Rouge, and
San Mateo, some program components were¢ never established; in Salt Lake,
Duluth, and elsewhere some components were initially established, then
atrophied and eventually disappeared. Because there are four distinct
program components, it is unlikely that all components will experience
difficulty at any one site; thus, the model does demonstrate some re-
siliency for survival. Many changes took place during the replication
process, but at each site the program did survive, although often in
modified form. Were the program model a single component, it might be
much more vulnerable to a '"success/fail' outcome.

Experience with the program also suggests some pitfalls to avoid.
In Des Moines, the community correctional facility was designed to
work with clients who formerly would have been sentenced to jail or
prison. A recent state corrections research report concludes that some
Fort Des Moines residents would havs received probation if the Des
Moines facility were not available. 5 At Des Moines many people dis-
agree with this finding. But even if the state Teport is correct, it
could be argued that many of the clients formerly placed on probation
could have been put on probation inappropriately; 1in other words, judges

may have believed they needed the closer supervision of a residential
program, but none was available.

IToxt Provided by ERI
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Table

IT-10

Vancouver, Washington Replication

Workload by Program Component
Clark County Department of Community-Based Corrections®

Program Component

ROR:

Supervised Release:

Misdemeanant Probation:

Residential Treatment:
Alternative Community
Services:

Drug Services Unit:

Employment Services Unit:

Workload Indicators

Of 2,851 individuals interveiwed in
1977, 56% were not recommended for
ROR release. With an average of
35.1 days on ROR, .03% rearrested
during the release period.

Of 43 misdemeanants and 199 felons
referred to the program in 1977,
40.5% were accepted. Of these,
91.6% successfully completed their
period of release. Annual average
caseload, 73. Average 53 days on
‘felease.

For the 473 clients supervised in
1977, average number of client
contacts was 9.76; 241 Presentence
investigations were conducted; su-
Pervision was provided to 190
offenders.

18 residents in 1976; 22 residents
admitted in 1977.

968 referrals in 1977; 98.7% placed
at a community work site; 95.9%
successfully completed service
assignments.

46 drug abuse evaluations; 72 in-
volved in urine Screening program;
35 receiving drug counseling.

Of 163 felony offenders referred in
1977, 81% were successfully placed.
Of 64 misdemeanant offenders re-
ferred to the program, 57% were
successfully placed. An average of
33 days elapsed between first
contact and employment.

*Source: Health and Welfare Planning Council, Community-Based

Corrections Evaluation,

1977.
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Table I11-11
Vancouver, Washington Replication

Calendar 1978 Budget-Revenue Sources
Clark County Department of Community-Based GCorrections®

Clark County District Court $212,527
Washington State Department of Corrections (grant) 113,279
Treatment Alternatives to Strecet Crime (TASC) (grant) 111,642
Washington State Law and Justice Commission 22,644
(State criminal justice planning agency block grant)

Clark County General Funds 1,132
National Institute of Drug Abuse 15,430

(NIDA) (contract)

Comprehensive Employment and Training Act 11,911
(CETA) funds

State Grant in Aid Drug Fuuds 4,000

$490,565

*Source: Interview with agency director, 1978.




Table [1-12
Vancouver, Washington Replication

1977 Costs By Program Component

Clark County Department of Community-Based Corrections®

Program
ROR:

Supervised Release:

Misdemeanant Probation:

Residential Treatment:

Alternative Community Services:

Drug Services Unit:

Employment Se-vices Unit:

Cost Indicators

Budget approximately $55,000; cost
Per interview - $19.29

Budget approximately $25,000

Total budget $110,000; cost per
client $287.96; average cost per
contact, $29.50; cost for maintain-
ing one probation client for one
month, $48.00

Total unit costs, $259,033; cost
per client $6,475.32; cost per
Successful client $64,758.22

Budget $20,000; total value of
community services in 1977 -
$41,900.00

Budget $95,375

Budget $28,000; average cost per
Placement - $123.35.

*Source:

Health and Welfare Planning Council,
Corrections Evaluation,

Community-Based
1977.




Signs of unintended side effects also were found at other loca-
tions. In Duluth, Florida State University evaluators found evidence
that persons placed on supervised release were persons who, 1n pre-
vious years, would have been released on ROR or on bond.46 In Orange
County, supervised release gave way to the pretrial diversion program
(essentially a deferred prosecution program) and/or placement at the
community correctional center during the pretrial period; and, 1n some
of the ROR programs, admission criteria were altered to fit population
pressures at the local jail.47 These '"system adaptations' can neutra-
lize the expected and planned impact of the Des Moines community correc-
tional center program model. The fact that they occurred during the
replication period shows that these replications were not without some
important flaws. Management cannot always be expected to ''rise to the
occasion" nor will '"localization' or program adaptation always result
in improvements upon the original concept. Nevertheless, in each case
the program represented an improvement over what had been available
before, and the approach appears flexible enough to warrant considera-
tion as a general alternative to traditional correctlions concepts.

It is instructive to examine the many useful variations which
‘developed as widely differing jurisdictions attempted to replicate the
Des Moines community corrections program. In each case replication in-
volved a certain localization of program features; for example, in Des
Moines, a former military barracks was used as a community corrections
facility. A similar attempt in the Orlando area proved impossible and
an existing motel eventually was converted into a community correctional
facility. In Duluth, the St. Louis Work Farm provided the most logi-
cal site, and the timing proved to be right for its conversion to a
community correctional facility. In Clark County, a more residential
setting was developed. In each case, the community correctional faci-
lity emerged with 1ts own distinctive character, architecture, staff-
ing characteristics, and its own locally tailored philosophy. In each
case the initiation of the community correctional facility was the
product of a mixture of unique circumstances, timing and local com-
petence and interests.

Other program components also were shaped by local needs, interests
and priorities. In Des Moines, the initial program emphasis focused
on pretrial prisoners, while in Duluth the program emphasized services
to convicted prisoners. In each case local strengths, weaknesses, needs
and priorities were adapted to the Des Moines prototype. As a result,
the programs established in each jurisdiction were quite different.
It is clear that jurisdictions wishing to implement the Des Moines

model may begin with the basic ideas, but modify them to meet their
own situation.

One of the more innovative aspects of the Des Moines program was
the administrative structure. Significantly, the jurisdictions des-
cribed here experienced important changes in their correctional
structures. While not always patterned after Des Moines, these juris-
dictions significantly modernized their administrative arrangements.
In Orange County and in Vancouver, for example, the replication ex-
perience provided the early basis for consolidating local corrections
into a3 more unified structure. Further evolution led to the formation
of Departments of Court Services at each of these locations. And, in

lowa and Minnesota, the state encouraged other localities to begin

Q




community corrections programs patterned after the Des Moines gnd
Duluth models. In each case, the new administrative arrangements
represented an improvement over that which had existed in the past
and, according to Persons interviewed at each site, these administra-
tive realignments represented an important strength of the program
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CHAPTER 11

MONTGOMERY COUNTY (MARYLAND) WORK RELUASE/PRE RELEASE PROGRAM MODEL

Contemporary thinking 1n corrections argucs for a continuum of
community corrcctional alternatives, including sccoure confinement,
community residential trecatment [acilities, and probation/parole
services. Community correctional fFacilitics scrve the middle ground,

but several distinctly difterent approaches arce possible. One is
described in Chapter 11:  Fort Des Moines and its replications scerve
primarily as a residential alternative to jall. Other components of

that community correctional center deal extensively with pretrial
detainees , cmphasize providing local courts with better information
to aid sentcencing decisions, and supervise offenders on probation 1n
the community.

This chapter describes a program model with a primary focus on
the sentenced otfender, and the community correctional tfacility 1t-
sclf. The concept represents d combination ol two well-known cor-
rcctional programs: the hal fway housc and work veleasce. Haltway
houses typically arc designed to provide short-term, community-bascd
housing for relcascd offenders until they obtain cmployment and
ostablish stable and independent living arrangement in the communi ty .
Work relcasce allows a prisoncr to lecave d corrcectional institution
daily to work at a job 1in the Communir)'.2

"A characteristic of most work rvelcoase programs is
that the inmates pay a portion ol their wages for
room and board, make requirved and voluntary payments
for family support, pay Taxcs on their carnings, piay
fines, and, In some Cases, make restitution payments.
Inmate payvments tor room and board average between
four and five dollars per day. On release, program
participants receive their accrused savings.'?

Some countics have cstablished work releasc programs in institu-

tional settings with few additional scrvices. In contrast, others
have implemented tall service programs operatoed From community resi-s
dential lacitities. The latter are known as pre-releasce centers.

"One alternative to transitional release procednres
which recently has received widespread attention is
the pre-relcecasc progrim. Inmates participating in
pre-release proarams Aarc allowed to work and attend
school in the community prior to termination of

their sentence or releasc on parole. Participants

in such programs arc provided a fubl range ol treat-
ment, cmployment, and cducational scervides and are
allowed increasing levels ol supcerviscd frecdom,
based on their program periormance. Pre-relecase pro-
grams providing work and cducation releasce opportuni -
ties vary markedly among and within jurisdictions
with respect to program clements such as cligibility
criveria, scrvices provided, provisions for increascd

freedom, and inmate housing arrangements.  To the
o cxtent that pre-releasc propriams offer o fnll rangece
55
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of services to participants and an opportunity for
progressively increased amounts of freedom, they
differ from the more traditional work release pro-
grams which generally provide inmates little more
than the opportunity for temporary release from an
institutio...l setting to work in the community."4

The Montgomery County (Maryland) Work Release/Pre-Release Center
(PRC) combines work-release and halfway house concepts in a short-term
communjty-based correctional program. As g prototype, it is an excel-
lent example of the full-service pre-release community correctional
center program model. Much has been written about the Montgomery
County PRC.> As one of 32 programs awarded "exemplary project" status
by the National Institute of Law Enforcement and Criminal Justice,
i1t has demonstrated objective evidence of success in reducing crime
and improving criminal gustice, cost-effectiveness, and adaptability
to other jurisdictions.

THE MONTGOMERY COUNTY PROGRAM MODEL

Setting

The Montgomery County Work Release/Pre-Release Center is located
in a commercial district of Rockville, Maryland, in the heart of Mont-
gomery County (population 600,000).

Services

This PRC integrates treatment and control services through sys-
tematic procedures and a highly structured program.’

"The program involves extensive supervision, counseling
services, social awareness instruction, and work or
educational release from the center. Center clients,
with the help of staff, develop a contractual agreement
which sets forth their goals and proposed activities
necessary to attain those goals prior to being trans-
ferred from the cen.er."8

10a.s
Nine primary goals of the Center have been formulated:?

® To opecrate a highly structured correctional center providing
residential treatment services to selected offenders nearing
rclease to the community.

® To Incrcasc opportunities for of fenders to change both them-
selves and those conditions that brought them into the criminal
justice system.
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raBLE Bt

PRE-RELEASE CENTER PROGRAM MODEL: MONTGOMERY COUNTY ®ORK RELEASE /PRE-RELEASE PROGRAM

tion
Characteristics 1

Rockville, MD.

Compunity Served

Montgomery County, Maryland
600,000 population

Isponeoring/Operating Agency

Montgomery County Dept. of Corrections & Rehabilitation

Services Offered

Residential facility, work release, pre release, educational
release, social awareness training, counseling, soclal
fanily ¢ leisure developmant services.

rn.nual. Operating Budget

$625,040

ISoutcas of Funds

CETA: $32,240; LEAA: $114,077; Client Fees: $60,000;
County: $418,723

Major Program Components

Behavior contracting, work and education release, community &
center counseling services, social awareness instruction,
residential services, altemmative lefsure time and community

sponsor program

borkload

Pacility has 92 beds

Cosat

Average cost: $2,000 per client; average stay, 75 days

Admisgion Criteria

Men & wvomen sentenced by County Courts. Federal releages
sentenced from Montgomery County; selected pre-trial
Jdetainees

o

Fnternl Sources

Local Attormeys & County Detention Centet via County Courts,
Bureau of Prisong, State Dept. of Corrections

Mho Makes the Intake Decision?

Pederal & State prisoners apply to center director; other
placement ordered by court after staff review & recosmendation

Facilities One newly constructed sulti-unit correctional facility
containing two 42-bed units for men and one 16-bed unit
for women

{Personnel 37 full & 2 part-timm staff, plus 5 consultant psychologists

8 5\ time

1 See narrative description for dates, costs & detail, etc.
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"The new correctional philosophy that emerged emphasized
the development of a well-rounded community-based treat-
ment program for offenders incorporating not only the
concept of work release, but additional treatment ser-
vices such as intensive individual and group counseling,
use of community resources, provision of social aware-
ness instruction, implementation of a phased release
program, and utilization of county alcohol and drug
treatment capabilities."10

Figure 1 illustrates the administrative organization of the

Montgomery County PRC and the internal staffing of the facility and
its programs.

Program Operations

The internal organization of the Montgomery County PRC reflects
the major components of the program. The Director (a deputy director
of the county-wide department) 1s responsible-for management. He also
is responsible for coordination with district and circuit courts,
state and local corrections agencies, and other public and private
agencies. Correctional counselorTs provide contract monitoring, manage
the alternative leisure activity program, work with families of
residents, and conduct intensive counseling using Teality therapy.
They work evenings and weekends and carry a caseload which averages
about ten clients each. Fifty percent of the professional staff of

the Montgomery County PRC are women, many of whom serve as correc-
tional counselors.

The Social Awareness Instructor, & teacher/counselor, administers
a 32-hour social awareness program. All entering PRC residents attend
two-hour evening sessions twice a week for eight weeks. The seminars
expose residents to community resources and prepare them to deal with
those situations any releasee must face as he leaves the center pro-
gram. Subjects include: job finding, work adjustment, money manage-

ment, social services Tesources, family planning, communications skills,

and use of leisure time. The Social Awareness Instructor also manages
the resident tutorial program and the PRC library. )

The Work Release Coordinator concentrates on finding suitable
jobs for center residents, conducts job checks with employers of
residents, and conducts an employment interview skills seminar
utilizin&'video tapes for all new residents who are unemployed.

The Community Services Coordinator is in charge of resident
access to community-based services and the Correctional Unit Super-
visors are responsible for managing the treatment and supervision
services of each of the correctional units of the facility.

"The Community Services Coordinator is responsible

for interviewing residents and arranging for treat-

ment services which are available in the community.

The Comrmunity Services Coordinator asscsses indivi-

dual offender's needs, matches them with community

resources, and then coordinates the intake, placement,
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FIGURE W -1

MONTEGOMERY COUNTY PROGRAM MODEL .
ORGANIZATIONAL CHART FOR THE PRE-RELEASE CENTER

(FEBRUARY 1979)
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and ongoing service delivery of the community rcsources
for the individual resident. The Community Services
Coordinator handles other community-based activities
such as church, group recreational events, involvement
in County athletic leagues, etc. The Community Services
Coordinator also is the Center's representative at
sentence reduction hearings and Parole Board hearings
for residents.'"1ll

n"The Correctional Unit Supervisor is responsible for
resident control, line supervisory staff and most Cecnter
operational activities. The Supervisor Ensurcs accounta-
bility of residents and compliance with Center policies
and regulations, maintains a drug-and alcohol-f{rec unit,
develops staff duty schedules, ensures proper maintenance
of inmate case records, and writes pre-parole reports.

He is required to supervise other functions such as

work release accounts, food service, facility and equip-
ment maintenance, etc.'"lZ

The facility was designed and constructed specifically as a
work release/pre-release center. Opened in February 1978, 1t has
a resident capacity of 92. There are three independently operatcd
correctional units (one for women and two for men). These units
are tied together structurally by a hallway and sharc a central
arca serving education, dining, and administrative functions. The
facility is of brick and concrete-block construction, locatcd 1n a
commercial area, close to public transportation.

n"Each of the three units...contains bedrooms, a game/
television room, visiting area, laundry rToom, telephone
and vending machine area, control desk, counseling
rooms, staff offices, supply room and records room."13

The Montgomery County PRC program consists of three phases.
Progress made by residents is measured against specific bchavioral
indicators (e.g., Jjob evaluation, bank balance, disciplinary reports,
participation in PRC and community activities, etc.).’

"In Phase I the resident is expected to finalizc his

or her contract and begin the activitics specified in

that agreement, 1.e., finding a job, attending Social
Awareness seminars, meeting with one's counselor, ctc.

In Phase I the resident receives two l6-hour passes

per month. After six weeks on thec program with good

per formance ratings, the resident is eligible for
"progression” into Phase II, in which he or she con-
tinues the various contracted activities, but is

rewarded for past responsible behavior with increased

home and visitation privileges (88 pass hours per month}.
The resident is also allowed to bring in his or her own
paycheck. The resident must perform consistently at a
high level in Phase II for at least six weeks betore
becoming eligible for Phase 111, which docs not differ
significantly from Phase 11 except that the resident carns
much more time for home visitation passcs (168 pass hours
per month) and receives the balance of his or her paychecks

ERIC | oo




atter room/board and Court-ordered payments arc made, 1

Referral_Sourgos_unq Agwi§§iogi_Po}icy

Offenders must voluntarily apply to the Center. Admission is
granted by the Centey director after cach applicant hasg been screened
by the staff and appropriate 'ecommendations have been made to the
court or correctional Jurisdiction (statec or federal) having author-
ity, which in turn approves the transfer. '

Four Eroups arce ecligible to volunteer for the program:

1. Thosc sentenced to the Montgomery County Department of
Corrections and Rehabilitation for 18 months or less;

3]

Those who are in the state system and were county residents
prior to incarceration;

3. Those who are in federal institutions and were residents
of the county prior to incarceration, Or are on federal
probation and the community work releasc program is a
condition of probation;

4. Selected pretrial casces referred by the court.

"The PRC stafr screcner locates potential participants
through coordination with the courts, detention center,
State corrections officials and federal community pro-
gram officers. At least once a week the screener goes
to the County Detention Center and reviews the status

of all current inmates to identify likely candidates."1©

About 90 percent of PRC residents are referred by the court
through the county detention center. Most of these are serving ''split
séntences' such as 18 months in the county correcticnal system followed
by two years probation. The vast majority of these individuals are
being diverted from the state System. Federal and state inmates apply
to the PRC through their institution's clussification committee.

"If approved, a Federal or State corrcctional coordina-

tor refers the individual to the Pre-Relcase Center

Director who in turn reviews the casc and determines

final acceptance.  Pretrial applicants must be approved

by the Pre-Releasoe Center Director and the Court. 17
Preference , nowever, is given to the sentenced offenders."

The inclusion of pretrial detainees is g departure from the
original-purposes of the Center. Adaptation of the Program and shifts
in the type of population referrved or admitted occurs in cach program
model.  Not only do progranms change as they are replicated clsewhcre;
the same program changes over time. Sometimes these changes can be
quite dramatic, suggesting that an offort should be made to contin-
ually rcassess community corrections needs .




Certain individuals are, by law, incligible for participation
in the Montgomery County PRC program. Excluded are persons more
than six months from a release date or an escape risk; those with
serious pending charges; those with detainers from other jurisdic-
tions; those incapable of working because of physical or psycho-
logical problems; and those previously revoked from the program.

Other cases are declared ineligible on the basis of criteria
established by the Program Director, his advisors and staff, using
& Suitability Selection Scale which tends to screen out '...extremely
violent cases and assaultive recidivists; stranger to stranger murders
and rapes, or repeated armed robbery cases (all should receive state
incarceration); first offender cases where probation appears the
obvious choice and there is _no significant alcohol, drug or mental
health problem identified."!

Workioad and Performance Indicators

In addition to full services for up to 92 residents, the PRC
continues to provide limited services to ex-residents. Parole and
probation agents assigned to the PRC carry caseloads of approximately
75 ex-residents. Typically, one office visit, one field visit, and
several phone calls a month are made with each releasee.

During the period August 1972 through December 1976, 636 persons
were processed through the PRC program. Of these, 89 percent were
county inmates, 9 percent were state cases, and 2 percent were divided
cqually between misdemeanants and felony cases.

Performance indicators are categorized generally as employment,
cash savings, suitable housing, protection of the community, and
recidivism data. A study of 399 residents during the period December
1974 through July 1977 showed 93 percent were placed in jobs .19 The
same study found that 65 percent had at least $50 cash when released
from the PRC; about half left with more than $150. Another study
found that '"all but one of the individuals successfully released
hetween August 1972, and August 1975, had housing at the time of
dischurgc."zu puring the four-year study period about one- fourth
of a1l PRC residents were revoked for program violation. Primary
reasons for revocation were drugs (8.1 percent), alcohol (5.5 percent),
and "walk-off'" (4.7 percent). ‘“he remainder (7.7 percent) were
revoked for reasons classified as "other.” In addition to the 163
persons revoked, another 15 were removed from the program for adminis-
trative recasons such as detainers in other jurisdictions and pending
churgcs.21

The PRC program's impact on recidivism is suggested by the finding
that 78 percent of participants completing the program had no arrcsts
one ycar after releasc; 11.6 percent were convicted of new offenses
and §.5 percent werce re-incarcerated. -




Financing

The Montgomery County PRC has been 'funded through a Combination
of LEAA grants and state and local funds. Comprehensive Employment
and Training Act (CETA) funds also have been used.

The annual budget for Fy 1977 was $625,040. Salaries, rent, and
food are the largest budget items. Jurisdictions considering establish-
Ing a PRC should note that amounts wil] vary with the size of the
facility and by 1locale. Capital outlay, of course, is not included
in this figure and this can represent a substantia] investment.

The $2 million building in Montgomery County was specifically designed
45 a pre-release/work release facility. 1t js 55 percent county-
financed and 45 bPeércent state- fungded. Some $650,000 of that cost wasg
for site acquisition.23

Montgomery County reports that the daily operating cost for the
PRC is $21.11 per bed (as compared to a daily cost of $32.68 per bed
at the county detention center).?2 Costs per case (per day costs
multiplied by length of Stay) demonstrate the economic advantages of
the program. The Director réports that the Center is more efficient
and effective than traditional programs.

"To provide work release/pre-release services on an
individual basis in FY 75 the cost was approximately
$1,741 and the net cost, after subtracting room and
board bayments, was §$1,581. These are individuals
who typically would have spent eight to-eighteen months
in the state system (giving optimum Consideration for
parole Possibilities) where the Cost involved would
have been much greater.'25 -+ -.At the same time that
we are diverting these offenders, we have a program
outpnt o. 80% arrest- free 1 year after discharge.

I would suggest this System as both more effective 26
and more ef’icient from an economic point of view."

MONTGOMERY COUNTY PROGRAM MODEL: STRENGTHS AND WEAKNESSES

Although there ar many programs similar in some respects to the
Montgomery County PRC LEAA-sponsored National Evaluation Program studies
Provide numerous illustrations), Close observere of the program
found '"'the Montgomery County PRC is not directly ¢c.mparable...as it
operates in a highly supervised setting, providing both employment
and therapeutic services."28 4 conclusion reached after Completing
a telephone survey of ten Projects operating th roughout the country.
Results of the telephone survey, however, do provide a basis for a
limited comparison of Montgomery County's program with other work
release programs according to key characteristics und indicators.

(See Table 2). Persons conducting the Survey caution that: 'Data
interpretation is limited insofar as al} the information was elicited
In a single phone cal! to cach Project; thus, no documentation was
available and most projecct data represent rough estimates. In view
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of the limitation ol the data, this Survey at best scrves as only a
crude reference against which to Comparce the prc."29

Table 2 does highlight some of the strengths of the Montgomery
County program model as comparcd with more conventional work rclecasc
programs:

® ([Qlytlx{l__ulyq““gj;cjigjngjlq
Once of the most striking characteristics of the program model ig
the successful Integration of g high level or control and super-
Vision with extensive therapecutic services,

° R£9'VQJCU§SLN9fk Release Lmphasis

This prearam model Ls applicuable to jurisdictions in which the
primary nced for a community correctional center is to reinte-
grate jail or prison Inmates into community 1ife--where linkages
to jobs, suitable lhousing and social serv-ces, and a rcasonable
Financial base are the primary client neceds.

° gpgg_Munuycmong

The management aspect ol the Montgomery County PRC is a strength,
but it may not he casily transferable, PRC management is charac-
terized by carcfully worked out and competently administered
referral and screening proccdures, a structurced program, exten-
sIve management controls, good record-keceping, and excellent
policy and procedure manuals.  (Much of thisg information js
available dircctly from the Montgomecry County PRC)

® Lost-Elfective and Efficient
The operating costs of the PRC are less than those ol the county
detention center or the state prison, and rec-arrest, reconviction,
and re-incarceration rates arc low. [t appcars to be an cfficient
and effective corrections alternative for a carcfully screcned
client population.

® Loutributes Lconomically
The program makes sense financially: "Queop 1,200 individuals have
participated in the program since 1969. They have carned over
S1.2 million dollars, paid over $200,000 dollars to tic County
For room and board, paid over $200,000 in taxes, paid over $250,000
for family support, and had $250,000 for savings a4t relcase.
Restdents also pay o restitution if court ordered, 30

In addition to these strengths, toe Montgomery County model has
other distincet advantagoes. [t is probably cusicr to implement than
the Des Moines program model since it deals Primarily with sentenced
of fenders and is operated largely from g single Ffacility. The Des

Moines model is more comnrchensive, linking together pretrial scervices,

prohatici, and the restdential facility. HHowever, its very compre-
hensiveness and the complexity of implementing the les Moines model

p
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js= also one of its weaknesses.

The Montgomery County PRC model will be particularly attractive
to communities with overcrowded jails or in those jurisdictions
where new state corrections subsidies are encouraging localities to
retain offenders who formerly would have been sent to state prisons.
In this case the PRC model would serve as a sentencing alternative
for local courts, functioning in a manner similar to Fort Des Moines
and its counterparts ra her than primarily as a pre-rclecase facility.
The PRC model is especially applicable where localitics do not have
the facilities to house and program this type of correctional client.

Another advantage of this program model is that it is capable
of serving a wide range of clients--felons and misdemeanants, county,
state, and federal prisoners; men and women; and young as weil as
older adults. Though it serves mostly sentenced offendcrs, it also

provides services to about one-half dozen pre-trial detainees at any
given time.

The .program model also has certain weaknesses. Replication 1is
likely to be an 'all or nothing' proposition. The Des Moines model,
in contrast, consists of several components so that if one component
is not accepted 1in a community, others still may establish themselves.
This in fact, occurred at each replication site. Because the Mont-
somery County PRC program model does not have distinct components,
the failure of one part of the program may discredit the entire pro-
gram.

The PRC program also can be more expensive than other models
for several reasons. First, the high level of supervision and staff/
client ratio both increase costs. Also, the capital outlay require-
ments may be significant because a more secure setting is required.
In order to obtain a suitablc facility, a community might have to
construct one--as did Mcntgomery County. (The Montgomery County PRC,
however, operated from a privately owned facility for several ycars
be fore designing and building 1ts own facility). Still, the con-
struction cosis and/or the operating cOSts of the PRC model are less
than building and uperating a new jail facility.

The PRC program model also is potentially less flexible than
other program models. The more secure physical plant may not be
readily adaptable to a changing client population. Staff and
operating expenses may become an automatic authorization in the
annual budget process. Much depends on capable administration and
any jurisdictilon planning to implement the Montgomery County modcel

must not assume that management will automatically rise to the

occasion. lIncpt or inadequate screening of clients may result in
the acceptance of high-risk individuals whose behavior muy.J?OpHYdlZC
the entire program. There is also the danger that the facility

could become "just another 5ail" and without adequate monitoring,
there may be program deterioration and persons who formerly would
have spent the last few months of their jail or prison Ferm.at the
PRC may spend time at the PRC in addition to their institutional

terms. This would prevent the PRC from alleviating institutional
Q
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overcrowding and reduce client motivation for pParticipating in
tile progranm.

In sum, the Montgomery County PRC is an attractive version
of the community correctional center. As a program model it has
proven effective and efficient when utilized in the proper locale
and with an dppropriate client population. 'hile it is useful as
a program model, it should be recognized that the Montgomery PRC
operates the way it does because it is well managed, This is also
an important factor in the successful operation of the other
community correctional centers described in this report.

(.r
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CHAPTER 1V

THE PRIVATELY OPERATED PROGRAM MODEL

In many jurisdictions local government is, and will continue to
be, the primary provider of correctional services. There arc, how-
cver, numerous instances in which some correctional services are
administercd not by government but by private non-profit organizations.

The privately operated community correctional center thus is our third
program model.

This model is derived primarily from examination of three cs-
pecially well-run private centers: Mahoning Residential Treatment
Center in Youngstown, Ohio; Talbert House in Cincinnati, Ohio; and the
Magdala Foundation in St. Louis, Missouri. Key characteristics of
those community corrcectional centers are summarized in Table 1. Atten-
tion is locused on these particular centers in part because they were
the first to rcceive accreditation by the American Correctional Asso-

ciation's (ACA) Commission on Accreditation for Corrections.

Establishment of this Commission in 1974, under an LEAA grant,
represented a major effort by the correctional field to develop, pro-
mulgatc, and apply opcrational standards to correctional services

"nationwide. Guided by by-laws and a statement of principles, the
Commission developed some 1,300 standards for adult paroling authorities,
community residential services, probation and parole field services,
long-term institutions, and juvenile residential services. These
standards 1nitially were approved by a team of consultants and Commis-
sion members, field-tested by staff, and then approved for publica-
tion by the full Commission and the ACA Committee on Standards and
Accreditation. Mary of thesc stan?ards have been field-tested and
published 1n a variety of manuals.

The published standards and commentary serve as the basis for the
voluntary accreditation cffort. The accreditation process involves
pcer revicw through a series of site visits to examine program opera-
tions and compares these with established standards. Accreditation 1s
analagous to an independent audit performed by a certified public
qccountant or asscssment of a university or college by an accrediting
association. The three centers described here also were evaluated
cither by independent rescarch organizations or by the agencies them-
selves; however, it is the ACA accreditation that serves as evidence
of a particularly sound operation.

The privately cperated community correctional center program
model has certain characteristics that distinguish it from the two

program models described in previous chapters. Managed by a private
organization, 1t is opcrated as a non-profit business as opposed to
a government agency. Also, because it 1liles outside of government,

the privete center has distinctly different relationships with other
justice agencies and various levels of government, as well as different
roles with respect to the control and confinement of cffenders.

[he private residential facility generally is a refurbished
residence in an older residential neighborhocod. In appearance 1t

o ually i< the most non-institutional of the three program models
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described in this tect. As an alternative to jail or prison commit -

ment and also as ga Pre-release center, it performs hoth major Fanctions

of the other two Program models.

These private centers consist of morc than onc community correc-
tional facility since their clients include hoth men and women.  Resi
dential services tend to be less expensive than tlke other two program
models, at least on a per-diem basis. Typically, referrals come from
local courts, state probation and/or parole, the Federal Bureau of
Prisons, and the federal probation system. Per-diem payments for
residential services by these agencies make up a large part of the in
come of the organization; however, the sources of income generally gre
more varied than in the other two program models. Lacking the conti-
nuity of public funding, these cénters show great creativity inp
generating income for their program.

"Private community correctionail centers are heavily involved with

service delivery. .Some ceénters provide most services directly; others

depend Primarily on-services from other community agencics and see

their role in terms of service "brokerage." The three community correc-

tional centers portrayed here have much in common; but since cach is
many ways unique they are described scparatecly.

MAHONING COUNTY RESIDENTIAL ‘TREATMENT CENTER, YOUNGSTOWN, OH10

Setting

Mahoning County Residential Treatment Center, Inc., scrves the
greater metropolitan area of Youngstown, a community of about 353,000
people, largely supported by the steel mills of castern Ohio.

Services

The Mahoning Center provides residentia)l and out-client services
for adult male felons and misdemeanants under the jurisdiction of a
criminal justice agency (a residential program for youth recently was
initiated as well). Services for adult ‘residents include room and
board, employment counseling, temporary work adjustment cxpericnce,
vocational services, drug and .lcohol trecatment, and cducationa]
services.

Goagic

]

Center goals arc articularced by the Director:
"The Mahoning County Residential Treatment Center s
4 center designed for the youthtul male adult ol lender.
It was originally formulated to serve the Mahoning
County Common Pleas Courts by providing an ultornut[»v
to sentencing. Now...the center accepts rcsidongs From
all outlying county courts and pgrsons relecased from
federal and state institutions. "~

70 .

In



T4

TABLE -1

THE PRIVATE COMMUNITY CORRECTIONAL GENTER PROGRAM MODEL-- YOUNGSTOWN, ORIO; CINCINNATI, OIO: ST. LOVIS, KISSOURI

Characteristics 3

cation

\\

Youngstown, 0h¥1,,

Cincinnati, ohio

St. Louis, Missourl

Name

Mahoning County Residential
Treatment Center

Talbert House, Inc.

Magdala Feundation, Inc.

Community Served
Population

Hahonlng County, Chio, &
grester Youngstown area
153,000 population

Greater Cincinnati area
1,000,000 population

St. Louis City, St. louis County,
St. Charles Cu.; Franklin Cu.-

| Jefferson Co.; 2,400,000 population

sponsoring and/or
Operating Age

ncy

Hahoning County Community
Corrections Assoc. Inc.
{Private, non=profit) 1

Talbert tlouse, Inc.
(Private, non-profit)

Magdala Foundation, Tne.
(Private, non-profit)

Services Offered

Qut-client & residential
services, vocational, coun-
seling, drug-aleohol, ed-
ucational

Out=client & residential
services,

counseling,

job assistance

Out-client & residential services,
counseling,

psychological, vocational & academic
testing & evaluation,

pre~-vocational training,
drug-alcohol counselirg,

job Training & placeaent

Annual Operating Rucget

$845,925 :

§1,700,000

$646,024 ,

Sources of Funds

Title XX

State Corrections per dlem
Bureau of frisons

Ohio Youth Comm.

CETA

OJIAC Grant

State Mental Health

Work Adjustment

CDA Request

Bureau of Prisons per diem

Ohio State Corrections per diem
Title %X

State Mental fleaith

Community Chest

Client Fees

LEAM

Nepartment of Labor

“npcotic Rehab. Act

.1ty/County Courts

Bureau of Prisons per diem

State Div. of Cotrections per diem

State Div. of Probation & Parole
per diem

St. Louis vity Welfar. /Corrections
(3td Pacty Purchase of Service)

State Div, of Family Sorvices
{Title X¥)

Nept. Mental lealth=Drug Abuse &
Mcoholism (Title ¥X)

Client Fees

Major Program Components

Unit I Residence
Unit 1T Residence
Work Adjustment Center

Residences:

2 Men's, | Women's

Probation, Vendanta,

Youth

621-Care, Px-Offender Fmployment,
COS0AP, Victim Assistance,
Methadone

3 Men's Residences
1 Women's Residence
Nrug After Care Project




L

TABLE TL-1(CONTIRVED)
THE PAVATE, COMUNTY CORRECTIONAL CENTER PRLGRAN M-~ YONGSTONN, ORID; CINGINNATI, OMI0: ST L01S. Niss(ua

T ——

Location )
Characte;I;EI;;-;““““‘----..___

Youngst wm, Oh.

Cincinnati, Ohio

St. Louis, Missouri

Workload, by Program Component

Annual  Average | Residerces: Mnits  Av. Stay Mnits v, Stay
Adnits  Stay(Mo) (days) _(days)
UNIT I 60 ) 1) Men 19 89 Women Residence 77 9149
UNIT 11 40 2 2) Men n B Men's Residence 7 78.58
Work ADJ. 100 ] 1) Women 05 90 fen's Residente 102 90.64
Youth Centers Pending 4) Prohation 58 1 Men's Pesidence 10} B0,
Forensic Units Pending 5) Vendanta  §] Y Drug After Care S0 /A
Newsletter New I fog. 6) Yout 9 290
621-Care N/A /A
Ex-Of fender
Fmployment 691 A
£OSONP 1190 N/A
Victim Assis, n/A N/A
Nethadone 56 N/A
Cost, by Program Component UNIT T Residence  $187,000 Residences: Residential Services average $22.50 per
UNIT IT Residence 86,000 1) Men 140,027 day
Hork Adjustment 198,000 2) Men 142,362
Youth Centers 166,109 3} Women 140,729
4) Probation 125,02
131, 5) Vendanta 206,746
Forensic Units 6) Youth 153,912
Newsletter 73,045 621 Care 149,395
Ex-dffender Employ,273,159
COSOAP 180,356
Victim Assist, 42,222
Methadone 253,03

Mnission Criteria

Male Adults under Court or Parnle

authority; juvenile programs also
available

Hinors, under 18; history of
chronic violence, current
psychosis, severe mental retar-
dation, arson or organized
crime not eligible

No minors. Active drug and/or drug vsers
must be detoxified; history of repeated |
violence not eligible ’

Referral Sources

State Parole 40%
Federal System 10%
Attorneys 204
Service Agencies  10%
Self 20%

Parole

Municipal & County Probation

U.5. Bureau of Prisons
TASC

See Funding Sources above;
Courts, & Parole




TABLE IZ-1 (CONTINUED)

THE PRIVATE CONNUNITY CORRECTIORAL CEMTER PROGRAN WODEL-- YOUNGSTOWN, DRI0; CINCINFATI, ORI0; ST, LOUIS, MISSOURI

Location
Characteristics 3 Youngatown, Ohio Cincinnati, Ohio St, Louis, Missouri
lmm Makes the InEake Decizlong Court and Parole System Program Director w/staff & Intake Conmi.tee
{critaria established consultant advice
by Director)
Yacilities Unit 1: 15 bed min, security 8ix residentlal facilities; 24 bed residence for women
Men's Residence Wo ganeral puroose residences 21 bed resfdence for men
Unit 11:10 bed min, security for men. one for women, Others | 25 bed residence for men
Men's residence for probationers, drug users 25 bed residence for men
d & youth Central Admin, housed in
refurbished tesidence
fPersonnel, by type General Muinistration 10 120 Staff 35 Pull Time and 4 Part Time Staff
Residential Centers 17
Work Adjustment 1
P

NOTES: 1) County Cozdssioners act as sub-grantes in some grants
2) Proposed 1973/79 Budget

3) See narrative description for dates, costs & detail, etc.




The philosophy of the Center is expressed in the opening para-
graphs of the contract each resident is expected to sign upon admission
to the residential phase of the program:

"The Mahoning County Residential Treatment Center

is a treatment center available to vyou on a volun-

tary basis. Before anyone comes to the center, they
must understand what is expected of them and what

they expect of the treatment center. Mahoning County
Residential Treatment Center was developed for the man
who is ready to make a change in his lifestyle but may
need some help. If you feel that you don't need or

want to change your lifestyle, then the treatment center
is probably not for you."

Administration

The center is incorporated as the Mahoning County Community Correc-
tions Association, a non-profit corporation. It is governed by an
ll1-member Board of Directors and a 5-member Executive Committee. The
Executive Committee consists of a chairman, vice-chairman, secretary,
treasurer, and corresponding secr2tary. There are two types of "mem-
berships,'" as described in the Association by-laws:

Group Memberships: Any group of individuals operating
an agency or program which directly affects the cri-
minal population or any group of concerned citizens
interested in pursuing such an endeavor, which has re-
quested a membership in the Corporation and wishes to
participate in the Corporation's purposes and affairs
shall be a member of the Corporation upcn payment of
the membership fee and annual lues as determined by the
Board of Directo<rs.

Individual Membership: Any individual who subscribes to

the purposes and basic policies of the Corporation, who

has requested a membership in the Corporation shall be a
member of the Corporation upon payment of the membership

fee and annual dues as determined by the Board of Directors.

Represented on the Board of Directors are local criminal justice
leaders, citizens, and social service providers. The administrative
organization of the corporation is illustrated in Figure 1.

Program Operations

The Youngstown Center includes two residential facilities, each
with a structured treatment program. The residences, recfurbished
older buildings in the downtown area, are clearly non-institutional
in both appearance and operation.

The residential and community-based corrections scrvice compo-
nents of the Center evolved from rather modest beginnings.

Q
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initially cnly a small inmate services project operating out of
the Mahoning County jail, the program developed into a fledgling storc-
front counscling service for offenders. Both public officials and
citizens who participated in the creation of the Center found it more
convenient and more efficient to organize the delivery of some correc-
tional services privately than to do so as part of government. Thus,
as the prozram was enlarged, it moved from under the protective wWing
of a supportive county government to its current status as a private
non-profit organization. As its name suggests, however, the Mahoning
County Community Corrections Association retains strong ties to local
government. The Board of Directors is a mix of private citizens and
public officials; and, county commissioners have served as ''sub-
agrantee'" for some of the funding that has been funneled through govern-
ment agencies to support the Center. The Center thus operates as a
quasi-governmental organization, benefiting from its close association
with government, but achieving independence and flexibility through 1its
private, non-profit status.

The first residential component, a 15-bed operation funded by LEAA
was opened in 1975. Today, there are two residential centers with com-
bined bed capacity of 25. Funding for a new 10-bed residential center
for adolescents and an 8-bed forensic center for mentally retarded
offenders recently was approved.

The program also includes a work adjustment center, which provides
pre-vocational training for 40 adult participants. This program offers
2 12-week sheltered workshop experience in which residents and non-
residents can observe, learn, and practice good work habits. Partici-
pants reccondition cars for resale at used car lots and operate 2 metal
salvage business. The Center also administers a job exploration, job
search, and employment motivation program for youth and adults. Publi-
cation of a Youth Newsletter provides sheltered-workshop employment
for 15 youths between the ages of 16 and 19.

This comprehensive, community-tased network employs 34 staff and
has an annual budget in excess of $750,000. Allied services are pro-
vided by other community-based agencies. For example, drug and alcohol
services arc provided by county mental health agencies; the Youngstown
Roard of Education funds an adult basic education teacher who conducts
educational classes at the Center; and testing, evaluation, and some
clinical services are provided directly by the Mahoning Diagnostic and
Evaluation Clinic, a private organization under contract to the Center.

Referral ‘Sources and Admissions Policy

The original purpose of the Mahoning County Center was to provide
a needed sentencing alternative for local common pleas courts. Today,
however, nearly one-third of its admissions are pre-releasees comple-
ting state prison terms OT PErsoOnNs returning to the community under
the sponsorship of the Federal Bureau of Prisons. The Center has
residential per-diem contractual arrangements with these agencies.
Placements from outlying county courts also are accepted, as are re-

ferrals from local courts and state and federal parole and probation
authorities.
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FIGURE Y ~1

VOUNGSTONN, OH0
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To qualify for Center participation, an individual may be cither
a misdemeanant or a felon, but he must be under the jurisdiction of a
sentencing court or a state or federal paroling authority. Ineligible
are persons with chronic assaultive behavior or thoue cddicted to drugs
or alcohol.

Once admitted to the Center, the resident undergoes an orientation
period in a highly structured residential program. He is asked to pre-
pare a written '"contract' concerning specific expectations and goals
and is then guided through four in-residence phases, each requiring
more responsibility and accompanied by greater freedoms. Progression
through these phases is directly related to accomplishments and ful-
fillment of the contract. A fifth phase allows the individual to main-
tain contact with the Center after release.

Workload and Performance Indicators

From January 1 through December 31, 1977, the Center provided
services to 166 felons; 129 were residents and 37 were out-clients.
Of these 166 persons, 86 percent completed the program successfully.
The remainder were removed from the program and returned to the court
of original jurisdiction.

The Center's annual report indicates that about 9 percent of
clients completing the program have either violated a condition of
parole or probation (4 percent) or committed a subsequent offense
(5 percent).

"The data also reveals that for the 91% who continue

to be in the community, the average exrning rate 1s
$3.48/hr. This projects ‘to an annual earning rate

for all clients employed of $825,177. Taxes paid on
these earnings approximate $123,776...When one compares
this data to the demographics of the population the
outcome data becomes even more impressive. Despite an
average age of 23.6 years, nearly 89% of the population
never worked longer than six months in an employed posi-
tion, and 54% never worked at all. In all other areas
the datva reflects a representative sample of the felon
populatioa in terms of race, education, and prior re-
cords..."

Additional workload statistics are presented in Table 2.

Financing

For FY 1978-79 the proposed budget totals $845,925. Although it
is difficult to break down these costs by program component, approxi-
mate costs for each major organizational unit are presented in Table 3.
Table 4 indicates the variety of sources of funds to operate the Center.

Title XX of the Social Security Act provides money for residential
treatment for indigent offenders. The State Department of Rehabilita-
tion and Corrections and the Federal Bureau of Prisons provide $15.04
and $26.00 per day, respectively, in residential per-diem allowances.
C%fles I, III and VI of the Comprehensive Employment Training Act (CETA)
77 '
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authorize the Ohio Emplo:ment and Training Consortium to provide

skill training, on-the-job training contracts with private employers,
funding for a public service employee, financial support for 40 parti-
cipant vocational training positions, and funds +to operate the Youth
Newsletter pProject.

"The program cost Per client computes to $1,590,
which is well below the institutional costs, un-
taxed labor, and €xpanded welfare costs incurred
if incarceration were effected."?

Although LEAA funds no longer are used to support the Center,
they have been used as "seed money'" to initiate certain Program compo-
nents. Local community development agency funds and federal Office
of Juvenile Justice and Delinquency Prevention funds have been reques -
ted to support the start-up costs of new program components. It is
significant that the Center isnot dependent on the county for direct
Financing. This sophisticated mix of funding arrangements evolved
gradually and reflects careful planning and coordination with public
Sector correctional agencies and sources of financing. Clearly,
pPrivately operated community correctional centers must be carefully
planned, implemented, and coordinated with correctional services from 4
the public sector. This subject is discussed more fully in Chapter v.

TALBERT HOUSE, CINCINNATI, OHIO

¥

~

ettin

&

o

Talbert House, Inc., serves the greater Cincinnati metropolitan
arca, an urban center containing over one million people.

Services

This private, non-profit organization operates six residential
facilities and a variety of out-client bprograms. Residential facilj-
ties include two for adult male ex-offenders and one facility each
for adult male probationers, adult female ex-offenders aduilt drug

abusers, and youth. Each facility offers a Structured treatment pro-
gram with both group and individual counseling and a variety of
referral and support services. The residences are refurbished oilder

homes not far from downtown Cincinnati.

Talbert House Ooriginally was created to assist state prisoners
in returning to tle community; however, the Scope of the program has
€xpanded as the community has turned to Talbert House for assistance
in meeting newly identified needs,

"Talbert House strives to provide a proper climate for
a fluid transition of the ex-offender fronm prison to the
community; to counsel and assist the aduilt dru; abuser
(also operate a methadone Clinic); deal with the problems
of the adolescent drug user; provide an alternative to

) .
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Table [V-2
Youngstown, Ohio

Mahoning County Residential Treatment Center: 1977
Admissions, Daily Population, Length of Stay, 5y Program Component

Program Component Annual Average Average
Admissions Daily Length of
Population Stay
(months)
Unit I Residence 60 15 3
Unit Il Residence 40 10 2
\ Work Adjustment Center 100 : 30 3
Table 1V-3

Youngstown, Ohio

Mahoning County Residential Treatment Cente:r: FY 1978-79 Approximate
Costs, By Program Component

Program Component ' Approximate
Cost

Unit I Residence $187,000
Unit TII Residence 86,000
Work Adjustment Center 198,000
Youth Centers 166,109
Forensic Units 131,771

I Newslctter 73,045

| —
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Table IV-4
Youngstown, Ohio

Mahoning County Residential Treatment Center: FY 1978-79 Funding
Sources and Amounts

Source Amount
Title XX Social Security Act $106,000
State Corrections Per Diem 96,000
U.S. Bureau of Prisons 9,000
Ohio Youth Commission ‘ 2,000
Comprehensive Employment and
Training Act (CETA) 101,045
OJJAC Grant (State Criminal
Justice Planning Funding) 166,109
State Mental Health 131,771
Work Adjustment Center Receipts 87,000
Community Development Agency Request _ 76,000
104
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incarceration; be of assistance to the victims of

criminal offenses; provide crisis intervention through

a twenty-four hour telephone switchboard and walk-in 6
center and counsel/secure employment for the ex-offender."

Administration

Talbert House is governed by a 25-member Board of Trustees,
nine of whom are members of the Executive Committee. The Executive
Committee is composed of the officers of the corporation and up to

three additional members appointed by the president with the approval
of the Board.

Nine special committees allow Board members close and continuing
involvement in corporate business. These_committees are entitled:
Nominating, Public Relations, Membership,’ Program and Special Events,
Finance, Executive, By-Laws, Personnel, and House Committee.

The administrative organization of Talbert House is illustrated
in Figure 2.

Program Operations

Major program components of Talbert House are reflected in the
organizational units depicted in Figure 2. There are six residential
programs:8

e Halfway House for Men. First Talbert House program,
started in 1965. Capacity: 17. Funded by per -diem
from Bureau of Prisons, Chio Adult Parole Authority.
Average stay: 3 months.

e Halfway House for Men. Opened in 1969. Capacity: 17.
Funded as above. Offers similar programs (individual
counseling, group counseling, vocational and employment

placement).
e Halfway House for Women. Opened in 1971. Capacity: 15.
Average stay: 4 months. Similar program as men's re-

sidences. Funded by the City, Hamilton County, Adult
Parole Authority, Federal Bureau of Prisons per -diem;
and Title XX.

e Halfway House for Probationers. Opened in August 1975.
Probationers only. Capacity: 16 men. Funded by LEAA,
Hamilton County, and Ohio Adult Parole Authority.

e Vedanta. An adult therapeutic community for drug abusers,
opened in 1971. Average stay: 8 months. Co-educational.
Capacity: 28. Funded by Central Community Health Board,
Adult Parole Authority, Hamilton County.

e Residential Youth Treatment Program. Opened 1970. Re-
sidential program for 9 males and O females with drug
and mental health problems. Ages 14-17. Funded by 648
Board, Community Chest, fees.
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Other Talbert House program compOnentsginclude:

@ COSOAP (Comprehensive One-Stop Offender Aid Program).
Provides a multitude of services under one roof. In-
cludes intake, clinical services and testing, welfare,
legal aid, educational and job placement. Funded by
LEAA, Greater Cincinnati Foundation, Episcopal Diocese,
City of Cincinnati, and CETA. Opened in 1975.

e Ex-Offender Eriployment Program. Assisting offenders
in vocational and Job readiness, counseling for voca-
tion training, testing. Works with 5,000-8,000 per
year. Opened in 1978. Funded by City of Cincinnati
CETA funds.

e 241-WORK. A temporary day labor program is -.1so a com-
ponent of this program.

® 621-CARE. A 24-hour switchboard and crisis center.
Averages 4,500 calls a month. Provides back-up services
for mental health catchment areas and Community Chest
Information and Referral. Funded by 648 Board, City of
Cincinnati, Community Chest. Opened in 1971.

¢ Victim Assistance Program. Opened in July 1976. Pro-
vides advocacy services to victims of crime. Counsel -
ing by telephone or Peérson-to-person also provided.
Over 1,000 victims were served during the first two

° Methadoﬁe Treatment Program. Program taken over from
the City of Cincinnati on July 1, 1977. Provides metha-
done treatment for 150 drug addicts.

federal, State, and local governments characterize the l12-year history
of Talbert House. The relationships which have been developed play a
large part in the success of the Talbert House program. The trust and
faith in Talbert House Mmanagement and services, and the cooperation ana
coordination that exists today, is the result of a continuous effort

to build credibility and confidence. A community correctional center
Will experience a certain number of critical incidents during its
history. Surviving these difficult experiences js dependent upon the
Support and good will of local, state and federal governments and, of
course, the public.

Referral Sources and Admission Policy

The director of each program, with staff and consultant advice,
determines who will be admitted to the Talbert House residential and
Out-client programs. The residential programs admit adult male and
female felony offenders. Selected youth with drug and mental health
problems are admitted to the youth treatment Program and out-client
services also are provided through COSOAP to a wide range of adult
offenders.
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Referrals are received from the state parole system, the Fedcral
Bureau of Prisons, municipal and county probation, and the Treatmen:
Alternatives to Street Crime (TASC) program. Persons ineligible for
participation in the adult residential program include: minors under
18; persons with a history of chronic violence, arson, current psycho-
$is, or severe mental retardation; and persons with histories of in-
volvement in organized crime.

Workload and Fc¢rformance Indicators

Talbert House maintains extensive records concerning workload
by program component. Table 5§ presents workload information for the
yYear 1977.

Financing

Viewed as a total program, 120 Talbert House staff, with a budget
of $1,700,000 provide comprehensive community-based corrections ser-
vices. Table 6 portrays cost data by program component. Here, as in
other privately operated community correctional centers, are found
creative and sophisticated funding arrangements. Significantly, each
program component is funded from a variety of sources; thus, any speci-
fic program may suffer a cut-back but is less vulnerable to being dis-
continued. Sources of funds for 1977 included: per-diem from the
Federal Bureau of Prisons and Ohio state corrections; Title XX of the
Social Security Act; State Mental Health; Community Chest; client fees;
the Law Enforcement Assistance Administration; the Department of Labor;
the Narcotic Rehabilitation Act; and city and county courts.

Per-diem residential costs paid by the Federal Bureau of Prisons
and the Ohio Depariment of Rehabilitation and Corrections are impor-
tant funding sources. However, funds for indigent offenders provided
under Title XX of the Social Security Act allow Talbert House to offer
services to many clients from the city and county courts (these agencies
as yet have neither a mechanism nor funds to provide per-diem payments).
State Mental Health funds and dollars made available through the
Community Chest also are important sources of revenue. LEAA, HEW, and
Department of ..abor have provided funds to initiate programs.

It is important that the original source of most of the monics
to support Taltert House was tRe %eaeral government. Although the
funds move through a variety of third parties, federal financing re-
mains a mainstay of the Talbert House operation.

The history of Talbert House reflects the variety of funding
sources. A group of interested citizens formed a study group and later
becar2 core members as a Board of Directors formed for incorporation.
The board acquired the initial operating money amonj themselves and

their friends, and the Catholic Archdiocese provided an ot P octory
for the building. The first residence was opened in August (005,

Six months later an Office of Economic Opportunity grant was acquired
through the 1local Community Action Commission. Community Chest {imd-
ing provided additional financial support bey nning Iin 1968 as id i
contract with the Federal Bureau of Prisons tu provide scrvice. 1o
federal offenders returning from prison in a jro-release proopram.
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Shortly thereafter Talbert House was selected to provide a drug addict
aftercare program under the federal Narcotic Addict Rehabilitation Act.

The organization thus was 1in a position to respond to community
concern about drug abuse among young people during the late 1960's.
A coffee house and 24-hour switchboard was funded by the Hamilton
County Mental Health and Mental Retardation Board and the City of
Cincinnati. The switchboard now responds to more than 4,000 calls
per month and the coffee house has become a crisis drop-in center.

In 1970, a residential therapeutic community for drug addicts
was started with funds provided by the City of Cincinnati and Hamilton
County. Subsequent funding was provided by the Office of Economic
Opportunity and the National Institute of Mental Health through the
Central Community Health Board.

The U.S. Department of Health, Education and Welfare provided
initial funding of the residential youth treatment program. Today
the program is financea with county Mental Health and Mental Retarda-
tion funds, Community Chest funds, and client fees.

The LEAA provided start-up funds for the women's residential pro-
gram. Today, per-diem charges support the facility. These are paid
by the Ohio Department of Rehabilitation and Corrections, the Fed:ral
Bureau of Prisons, and the city and county.

The employment and training component of the Center began with
financial assistance from the Department of Labor's Concentrated
Employment Program. In the spring of 1974, LEAA provided funds to
expand the program to include job readiness assistance, counseling
for vocational training, and testing. The program accepts referrals
from probation and parole and now serves over 700 offenders annually.

The residence for adult probationers was established to serve
hoth the common pleas court as well as the municipal court. It is
funded by LEAA and Hamilton County. The Comprehensive One-Stop
Offender Aid Program, (COSOAP), which serves as the out-patient multi-
service Center of the Talbert House special service delivery system,
is funded by a combination of monies provided by the GreateT Cincinnati
Foundation, the Episcopal Diocese, and the City of Cincinnati.

MAGDALA FOUNDATION, ST. LOUIS, MISSOURI

Setting

The Magdala Foundation is a private non-profit organization
serving the five-county metropolitan area of St. Louis, Missouri, an
area of approximately three million persons.

Services

The Magdala Foundation operates four residential treatment pro-

grams and a drug aftercare program. The residences are rgfurbished
glder homes, clearly non-institutional in character, and integral
©

85

1 _; v/



Table IV-5
Cincinn~+i, Ohio

Talbert House: 1977 Worxload By Program Component#*

Program Component Admissions Average Average1
Daily Length of

Population Stay

(days)

Residences:

Men 79 17 89
Men 71 17 80
Women 65 13.5 90
Probation 58 14 71
Vendanta 51 17 117
Residential Youth

Treatment 9 13 290

Other:
621-CARE N/A (1) N/A |
Ex-Offender Employment
Program 691 25 N/A |

COSOAP v 1190 N/A N/A
Victim Assistance N/A 5(2) N/A
Methadone 56 78 N/A

1. 2 walk-in; 150 calils per day

2. Client contacts per day

*Source: Talbert House Executive Assistant
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Table IV-6
Cincinnati, Ohio

Talbert House: 1977 Budget, By Program Component*

Program Component Costs
Residences:
Men $140,027
Men 142,362
Women 140,729
Probation 125,072
Vendanta 206,746
Youth : 153,912
Other:
621-CARE 149,396
Ex-Offender Employment
Program 273,159
COSOAP 180,356
Victim Assistance 42,222
Methadone 253,033
*Source: Talbert House Executive Assistant
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parts of older residential neighborhoods. The Foundation also offers
a8 range of services, Including individual and group counseling, psycho-
logical services and testing, and employment services. Referrals are
made as needed to appropriate community resources for medical, voca-

tional, and other services.
Goals

St. Louis metropolitan area who were Primarily interested in assist-
ing the female offender, particularly those released from the St. Louis
city jail and from the state institution at Tipton. Today, the organi-
zation serves both women and men, but its Programmatic focus remains
the same:

regardless of race, creed, color, sex or national
origin, through Supportive care, training, guidance
and other services. '

In addition to the overall goals of the organization, which appear
in the annual reports, the by-laws, and the articles of incorporation,
an annual statement of objectives is developed as part of the manage-
ment-by-objectives approach of the Foundation,

Administration

Like the two organizations discussed earlier in this chapter,
Magdala Foundation is a non-profit, charitable, tax-exempt corporation.
The Foundation has received certification from the Missouri Department

The Executive Board has five members: a chairman, president, executive
Vice-president, Sécretary and treasurer, An executive director serves
as professional manager of the corporation.

An indication of Magdala's Foundation's management approach is
illustrated by its administrative organization. Asked for a copy of
their organization chart, Foundation répresentatives produced its
"Link Pin Organization of Accountability and Communications,“ which
appears in Figure 3. Staffing of key positions appears in the same
i1llustration. The organization employs 35 full-time and four part-time
employees.

to create an organization with

Magdala Foundation, for example,
tives approach. Quantifiable,
established and a sophisticated

ion system provides qQuarterly measures of results.




behavior models. Contracts, developed by all clients, include clear,
measurable performance indicators. Clients move through distinct
program phases based upon objective behavioral indicators of their
ability to handle increased responsibility. The two pillars of
management-by-objectives and reality behavior treatment tecnniques
converge to serve as the philosophic foundation of the enterprise
and determine its basic character. '

Program Operations

From 1965 to 1967 the citizen organizers of the Foundation
visited women in the city jail and state prison and provided services
to releasees on an out-client basis. At the same time they sought
funds to establish a residence for women. By 1968, the group had
formed a corporation and purchased a residence in the Lafayette Square
area of St. Louis. This was made possible by two grants from the
Department of Health, Education and Welfare; one grant was awarded
to renovate and equip the facility, the other to operate it. Sub-
sequent expansizn to include male offenders was made possible by
additional grants from Model Cities and the State Planning Agency.

"By 1970, a year prior_to the expiration of the last
grant from HEW, a final determination was made after
months of discussion, that we should expand our services
to include the male offender. An appropriate change in
the Articles of Incorporation was made and the Corpora-
tion applied for grants from the St. Louis Model Cities
Agency and what was then known as the Missouri Law
Enforcement Assistance Council (The State Planning
Agency) both for the continuation of the women's
residential center and for the establishment of an
additional residential center for men."11

Funds from these two grants enabled the continuation of the wo-
men's facility and establishment of a residence for men. A former
convent was acquired to serve as the men's facility and grant funds
were utilized to refurbish and equip the building. At about the
same time, Magdala Foundation established an out-client program,
located in the same building as the corporate administrative offices
in a residence next door to the original men's residence.

"In 1973, LEAA announced the advent of the High Impact
Program. The corporation applied for and received
additional grants from LEAA's High Impact Program as
well as from Model Cities to establish two additional
residential centers for men. Onmne of the centers was
purchased from the Salvation Army...and the other was

purchased_ from a private individual...Both centers opened
in 1974."12

Today, the agency has four residential program components and
it operates a drug aftercare program for the Federal Bureau of Prisons
on an out-patient basis. Each residence has a structured and well-
supervised program with its own unique treatment philosophy. A token
economy is the treatment strategy at the residence for women and at
one of the men's residences. Reality therapy ijs the major theme at
a second men's residence, and transactional analysis is the major
ERic:reatment modality at a third. Each program requires the resident
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FIGURE I¥ -3

ST. LOUIS MWISSOURI
MAGDALA FOUNDATION
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(1978)
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to move through successive stages of treatment accompanied by gradu-
ally increasing responsibilities and rewards.

Referral Sources and Admissions Policy

The agency serves many types of clients: persons on pretrial
release, pre-release, and work release, as well as persons on probation
or parole. rReferrals are received from every major correctional
agency in the area, but since the number of these referrals is related
to the referring agency's willingness and ability to pay the per-diem
costs of residential placement the Foundation admits primarily state
and federal pre-release cases.

The agency accepts both men and women, age 17 or older, who are
under some form of court jurisdiction. Minors are excluded, as are
persons with a history of repeated violence. Active drug and alcohol
cases must be detoxified before they can be admitted.

Referrals also are received from the St. Louis City Department of
Welfare, which has jurisdiction over the city jail and the medium-
security institution. The Ohio Divisions of Corrections and Family
Services, and Board of Probation and Parole, the Federal Bureau of

Prisons, and federal probation system also refer clients to the Founda-
tion.

Workload and Performance Indicators

Magdala Foundation admits approximately 400 men and women to
the residential portion of the program during any given year, and
approximately 50 receive services in the drug aftercare program.
Normally, the residences operate at 83-85 percent occupancy. Work-
load figures for 1977 are presented in Table 7.

"During 1977, a total of 483 (including those admitted
during the year and those in residence at the start of

the year) offenders were served in the four centers.

0f the 371 released during 1977, eighty-nine percent

(89%) were released successfully. Employment was high
despite the fluctuations and uncertainties of the job
market. Eighty-seven percent (87%) were released

holding a full time job. The average pay per hour was
$3.17. Residents reported earnings of $214,083 and at 13
least $29,757 was paid in federal, state and local taxes."

The drug aftercare program, started in November 1977, provides
services to the Federal Bureau of Prisons and probation and parole
clients. During the first month of operation it enrolled 17 persons
and by November 1, 1977, the caseload was 50. Two individuals were
discharged during December 1977. The limited data available reveal
that of these 20 individuals 15 were male, 18 were black, and 14 were
unemployed or eniployed only part time; the average age was 29.5 years.

The completeness of the Magdala Foundation's management informa-

‘fion system and the straightforward, pragmatic measures used to assess
ER&C;rformance provide an excellent illustration of the way 1in which a
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Foundation has formulated objectives in seven key areas: program;
Policy; staff and volunteer supervision and development ; community
and staff relations and communications; records, reports, and re-
search; facilities, equipment, and supplies; and finances. Table 8
lists ten Programmatic objectives for 1977. Performance indicators,
which permit Calculation of results or program performance for that
year, are listed in Table 9,




Table IV-7
St. Louis, Missouri

Magdala Foundation: 1977 Workload, By Residence?*

Residence Admissions Average Average Length
Daily of Stay (days)
Population
Residence 1 77 21.1 91.49
Residence 2 87 17.2 78.58
Residence 3 102 24.0 90.64
Residence 4 103 23.4 80.34

xSource: Magdala Foundation Assistant Executive Director
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Table IV-8
St. Louis, Missouri

Magdala Foundation: 1977 Residential Program Performance Objectives

Objective Results*

1. Percent of a11 Clients released
from Agency programs with a
Constructive Day. ... 60% #9, #16, #20, #25

2. Minimum amount of hourly wage
of all full time job Construc-
tive Day release............... $2.70 #22

3. Minimum weekly percent of all
Program clients engaged in a
Constructive Day.... .. .. . .. ... ... 60% #9, #16, #20, #2535

4. Minimum number of individuals
to be served during 1977.......... 400 - 1, #2, #3, #4

5. Percent of all individuals
accepted into the Agency pro-
grams successfully completing
the program..... .0 [ T0. 0% 90% #19

6. Percent of Residential clients
earned net income Placed into
8 savings account............. .. 20% #26

7., Maximum percent of Residential
clients leaving Program within
the first 21 days of entrance..,..15% #18

8. Number of days for Residential
clients from entrance into pro-
gram to first Constructive Day....up to 48 #9, #16

9. Maximum percent of Residential
clients absconding, escaping
OT running away........ ..., ... . . 10% 423

10. Maximum percent of clients being
terminated from the program...... . 30% #24

9a 1.,
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Table (V-9
St. Louis, Missourl

Magdala Foundation: 1977 Program Results Indicators

1. All Clients (Residential) 1977

Indicator # .

e e ey

1 Avg. Daily Population . 85.7
2 Number Served 453
3 Number Entering 369
4 Number Released 371
5 Avg. Weekly in Employment 43.9
6 Avg. Weekly Percent Employed 51.0%
7 Avg. Weekly in Training 8.5
8 Avg. Weekly Percent in Training 10.0%
9 Avg. Weekly Percent in Cons tructive Day (1) 61.0%
1I. Released Clients Only 1977
Indicator #
10 Avg. Age 24.6
11 Percent Black 60.0%
12 Percent White 40.0%
13 Referral Source by Percent:
Federal 26.0%
State 72.0%
Other 2.0%
14 Percent Served Following Incarceration 64.0%
15 Percent to Negotiate Service Contract (2) 91.3%
16 Percent to Establish a Constructive Day 74.3%
17 Avg. Length of Stay 86 Days
18 Percent Released Within First 21 days (3) 10.0%
19 Percent Successful (4) 89.0%
20 Percent of Constructive Day keleases 64.8%
21 Percent Released With a Full Time Job 87.0%
22 Avg. Pay Per Hour Holding a Full Time Job $3.17
23 Percent Runaways, Absconded, Escapees 17.8%
24 Percent Termination Rate 31.8%
25 Percent of:
(a) Program Completion (5) 31.5%
: (01 Level)
! (b) Partial Completion (6) 13.3%
(02 Level)
(¢) Legal Status Discontinued (7) 14.8%
: (03 Level)
l 20 Avg. Client Savings $79.29
S
(1) through (9): See following page for definitions
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Definitions (used in Table 9):

(1) Construc;ive Day: A client is involved in an activity or
a combination of activities within the community for a
minimum of thirty-five (35) hours per week and is produ-
cing a minimum gross income of $84 Per week. Activities
may include employment, education, training, and volun-
teer work, ’

(2) Negotiate Service Contract: A mutual agreement between
the client ang staff that specifies the nature of a
Client's Constructive Day and the community services

(3) Release Within First 21 Days: Indicator of insufficient
€Xposure to the program, which has g bearing on outcome
(results) information.

(4) Successful: Individual 1left program and entered the com-
munity. Failure méans that a client left the program as

(5) Program Completion (01 Level): Client maintains Construc-
tive Day from between 5 to 7 weeks and saved 15¢ of gross
earnings.

(6) Partial Completion (02 Level): Client has less than S to
7 weeks Constructive Day activity and 15% gross income
saved, but staff, in conjunction with client and legal
authority, agreed to early release.
LY

(7) Legal Status Discontinued (03 Level): Client has not
achieve 01 goals and was released because his legal status
was changed (i.e., pretriail release or prisoner whose '"date"
comes, parole, mancdatory release, expiration).




Table IV-10
St. Louis, Missouri

Magdala Foundation: FY 1977-78 Operating Budget®*

Item Expenditure
Personnel $486,701
Contractual Services 5,647
Travel 8,800
Utilities 41,167
Household Supplies 54,100
Administration 32,800
Other Supplies 12,244
Depreciation 4,565

TOTAL $646,024

xSource: Magdala Foundation Assistant Executive Director

Financing

The Magdala Foundation had a FY 1977-78 budget of $646,024, as
shown in Table 10. The daily residential cost was $22.50.

From 1968 through 1975, the Foundation relied almost exclusively

on grants. Now, however, 1n contrast to the other non-profit communi-
ty correctional centers discussed here, the Magdala Foundation no



longer operates with grant funds. Currently, its financial structure
Is based upon contracts with six separate referral sources; the
Federal Burcau of Prisons, The Missouri Division of Corrections: the
Missouri Division of Probation and Parole; the st Louis City Wellare/
Corrections Department; the Missouri Department of Social Services,
Division or Family Services (through Title XX of the Social sSccurity
Act): and client fees., In the near future the Magdala Foundation
cxpects to receive per-diem payments fCronm the Department of Mental
Health, Division of Drug Abusec and Alcoholism, also under Title XX.

The Foundation, somewhat uniquely, owns its Four residential
propertices and thus has achicved an important degrece of liscal indce-
pendence. In ecarlier years, grant funds provided the capital to
refurbish the residential facilities. Mortgage pavments currcently
are financed through rent charged to contractual agencics.

THE PRIVATELY OPERATED PROGRAM MODEL:  STRENGTHS AND WEAKNESSES

A federal report states that Talbert Housec operates "comprehensive
community-hbased programs providing meaningful diversion and alterna-
tives to the courts and prison system. They are well run, with g
caring staflf and a concerncd board. They rank at the top of effective
programming for the public offender. 15 Similar stuatements may be
miade about the other Centers described in this chapter. Of the three
program models, the Private center appears to bhe the most sccurely
rooted in the community, [t originates in the comnunity and it is
locally financed, operatced, and controlled. And because of the well
focused, and sometimes intensely held, philosophical views of personnel,
cach Center has a unique sense of "mission" and a clear ideca of what
it wants to accomplish. This encourages competence and promotes uni-
fFied organizational efforts.

The origins and evolution of the Privately operated community
correcctional center, as illustrated by thesc three examples, show
they developed rather Predictably. They were all initiated by con-
cerned citizens groups. They started small and slowly developed com-
pctence and knowiedge of the Criminal justice System. They did not
begin hy opcrating g residential facility, but rather grew into it,
after a period of providing services to offenders on an out-client basis.
But, because assistance, training and information to help organizations
initiate residential programs is now so much more abundant, it is
probably no longer nccessary to have long lead times before organtizations

drc prepared to successfully create residential Programs. When they
did obtain g residence it was uUsually accomplished with grant funds
to: (a) obtain the building, (b) refurbish and equip the facilitices,

and (c¢) initially operate the facility until the organization could
develop amethod for sustaining itself financially. - Invariably, the
organizations were dependent Upon per-diem payments by government
agencics to keep going,

Clearly, private organizations arc able to carry a significant
portion of the corrections workload in many communities. Of course,
the model is more appropriate for some jurisdictions than for others.
A privately run community correctional center, for example, may be
especially appropriate where the state or local government, for what-

cver reasons, shows signs of indifferent-or inconsistent correctional
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administration. In such circumstances, the complexities of enabling
the government toO administer corrections more competently may far out-
weigh the simple advantage of allowing a private, non-profit agency to
do the job.

The private center also tends to be better equipped to evaluate
its own performance and to respond to demands for accountability.
These centers, perhaps because they are administered as private
businesses, often have quite sophisticated management information
systems and may invest more resources in research and evaluation.
Ironically, the governments that fund or use these private centers
often require more complete accountability data from these centers
than they do from their own publicly operated facilities and programs.

In contrast to the publicly funded center, which relies almost
exclusively on the local property tax base, the private correctional
center has been especially creative in finding and utilizing varied
sources of funding. Private centers thus are able to respond rela-
tively quickly 1in matching needs and resources and in modifying
programs as client populations shift or as new sources of revenuc

become available. It is difficult to generalize about costs because
of the inconsistencies 1in calculations of residential, per-diem, and
related expenses. Yet the privately operated community correctional

center appears less costly to local government than the public center.
Private centers secure a wider variety of non-local sources of support;
their capital outlay requirements tend to be lower; and many have
adopted systems of management control that allow more efficient manage-
ment of operating cOsts.

Offsetting such strengths as greater accountability, flexibility,
and cost-efficiency are a number of actual or potential disadvantages
associated with the privately operated center.

The relationship of the community correctional center to govern-
ment is critically important, and perhaps the most vulnerable aspect
of this particular model. The model depends upon good relationships
with officials of general government, with the courts, and with other
criminal justice officials. The character of this rclationship can
be quite varied; for example, the Mahoning County Residential Trecat-
ment Center is closely affiliated with government. Many public agency
and criminal justice agency heads participate on the board of direc-
tors of the organizaton; the other two Centers in this chapter keep
more of a distance from government.

Some readers may wonder if private agencies can really '"control"”
offenders. Private agencies are not agents of government; they lack
the power to arrest, toO detain, etc. Thus, there is a view that the
publicly operated center is equipped to handle different types of
cases than the privately operated center. The data indicate that the
populations of public and private centers are much the same.

Control over offenders has been less of a problem where referral
to traditional corrections programs (jail or Prison) exists as a back-
up in instances of noncompliance. But the image that the private
community correctional center may not be an appropriate placement lor
many offenders is a myth which needs to be overcome.




There also are significant differences between public and private
Operations in terms of control over the program. In most of the
publicly operated community correctional ceénters, judges control ad-
missions and exert great influence over the content and direction of
the program. 1Ip Most privately obPerated community correctional cen-
ters, admission is voluntary and the Program director may have the
right to reject any applicant. As ga Practical matter, even in the
Publicly operated programs, staff often advise judges that certain
cascs are unsuitable for placement; nevertheless, there may be a sense

the Privately operated community correctional center seérves the public
mandate. These potential disadvantages can be overcome. Some private
centers have developed strong ties to local government and a high
degree of responsiveness to the needs of the community.

the private center to obtain independent funding. The other side of
the coin with respect to the private center's flexibility in respond-
ing to shifts in funding patterns or Priorities is the unavoidably
tcnuous nature of its existence. Although this makes their existence
more hazardous than a publicly operated community correctional cen-
ter, it makes it easier for government to terminate programs which

are not efficient or effective. It oftep is more difficult for govern-
ment to do away with its OwWwn appendages.

The nature of the community correctional facility itself presents
both advantages and disadvantages. The refurbished older home typi-
Cally used by the Private community correctional cénter is quite
different in architecture, in institutional abpearance, in level of
control or Security, and level of staffing, than the facilities which
characterize the other two Program models. Byt Private centers
Operate on very tight budgets. Government grants or per-diem pay-
ments rarely allow money to be gradually accumulated ip a contingency
fund which can be set aside for maintenance, e€mergencies or repairs
to the physical Plant. This Presents a pitfall which needs to be
avoided, Particularly when new residential centers are being initiated
by inexperienced pProgram administrators, Residential centers that do
not develop the cash reserves for contingencies will be operating on
"borrowed time'"--until the residence needs a new roof or until the
boiler needs to be replaced, etc. When crises develop, such centers
may be forced to close. The community correctional center operated
by government, of course, is less likely to have to cease operations
when such a problem occurs. Also, a major problem in jurisdictions
where local €orrections monies are not available to Pay the costs
dssociated with private cénter programs is that local judges may be
unable to refer offenders to it, Privately operated community correc-

Opposition to the Program, but because’ the judges do not believe the
center is an option since local and state government do not budget
Peér-diem payments for its utilization, Since per-diem income often

is the "lifeblood" of the private cénter, unless local governments
authorize such payments, these centers will continue to Seérve primarily
State and federal Pré-release cases,
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Despite some potential weaknesses, the n»nrivate community correc-
tional center does offer a workable alternative to the publicly funded
program. Private centers now seem to stand at the confluence of
several major societal currents, inctluding a renewed interest in
ljocalism and local control and a general disenchantment with "big
government" (particularly expensive government), In an age of scarce
resources and with ceilings placed on government spending, there may
be a more receptive atmosphere for turning to private non-profit
organizations to handle more of the corrections workload. Particularly
attractive are 'well-managed' organizations--those that embrace modern
concepts of management-by-objectives, performance measurement to 1m-
prove results, and philosophies stressing achievement of behavioral

objectives. Concerns with accountability, sound management, and cost-
effectiveness all point to & new and more realistic philosophy for
corrections: crime is coming to be viewed not as a problem for state

and local governments to solve, but as a condition to be mana ed.

In this context, community correctional centers, and especially those
operated by private agencies, are likely to play a more€ important role
in meeting correctional needs in the future.

N

10}
<of



INTRODUCTION TO PART 2

The seven chapters which comprise Part 2 are directed toward
the broad subject areas of planning; administration, organization,
and management; personnel; programs; facilities and facilities man-
agement; support services; and evaluation. The substance of these
chapters is applicable generally to all community correctional centers,
although individual and local variations may be both necessary and
desirable. The text should be particularly useful to those charged
with responsibilities for, and decision-making about, community
correctional centers. '

Chapter V on planning 1is built upon a foundation which argues
that planning for a community correctional center should be an integral
part of a community's system-wide criminal justice planning process,
not an adjunct to it. The planning foundation includes the observa-
tion that planning starts with an assessment of a problem, not a solu-
tion to it, and that planning must establish realistic expectations
for the center. Chapter VI moves the reader more directly toward
the operation of the center itself by providing a number of guidelines

about center organization and management. The guidelines offered are
established principles of public administration, modified to mect
the particular focus of the correctional center. Chapter VII 1is

directed toward personnel and recognizes that the management of human
resources significantly impacts upon the achievement of organizational
goals and objectives.

Chapter VIII on programs is written from the perspective that
programming in a community correctional center is part of programming
for a comprehensive community correctional system. Arguing that cor-
rectional philosophy and program must merge, the chapter discusses
program management generally and the management of supervision, counsel-
ing, employment, education, job training, leisure time activities,
health care, and financial services specifically. Chapter IX targets
directly upon the most visible part of the community correctional
center--the facility itself. The underlying premise of the chapter
is that facilities have no intrinsic value: they are a means of
achieving the end of reintegration of the offender into the community.

Chapter X recognizes that a variety of support services are neces-
sary in the administration and management of the community correctional
center. Thus, attention 1is directed toward such support services as
planning, management information systems, case records management, and
fiscal management. Chapter XI is a non-technical chapter on evalua-
tion which focuses upon the nature of evaluation, the requirements for
criteria, standards and an adequate data base, and summarizes general
research strategies and methodologies frequently utilized in correcc-
tions. The basic premise throughout is that the community correc-
tional center will benefit from an increased use of social science
procedures, particularly those which test efficiency and effective-
ness, assist in problem-solving, and enhance decision-making.
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Thomas J. Mangogna in 1973,2 and by Harry Allen and associates in

1977.3 Indeed, some of the major emphases in this volume come directly

from the work of the Commission and the Allen and McCartt publications
The purpose of this text, however, is not to se€t standards in a
narrowly defined mode, but rather to focus the attention of decision-
makers upcn essential atters that transcend any specific center or
program model, but directly affect the success or failure of community
correctional efforts.

There is, not surprisingly, a significant amount of consistency
in philosophy, Principle, and recommended practice among most current
documents. Over the Years, a number of shared understandings about
organizations in general and corrections in particular have emerged.

they underlie the recommendations and observations of the present
volume. Two Principles, in particular, stand out:

® Corrections must emphasize public safety and community pro-
tection; individual assistance to offenders must be set
against that backdrop.

® The community is an appropriate focus for corrections; a
full range of communi ty reésources, programs, and facilities
must be made available, and both cCitizen involvement with
corrections and offender involvement with the community are

* essential.

contained in the following chapters parallels the Standards, but in

12
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CHAPTER V

PLANNING THE COMMUNITY CORRECTIONAL CENTER:
MAJOR DECISIONS AND PLANNING ACTIVITIES

Three program models and successful operating examples of each
have been described, But how were these successful examples initi-
ated? What lessons were learned from their experience? What are
the key decisions to be made? What questions must be asked--and
answered? Where should planning for a community correctional center
begin? Research and operational experience gained in the sites
visited for this study provide important lessons and guidelines for
others considering the establishment of a community correctional
center in their own jurisdictions. Major lessons include:

Planning for a community correctional center should take place as
an integral part of a community's system-wide criminal justice
planning process.® This comprehensive planning process should
occur within a conceptual framework that consists of a rational
series of steps leading from preparing for planning to problem
identification and analysis, through goal setting, the selection
of alternatives, and the implementation and evaluation of programs

and projectg. It should conclude with refinements based on program
experience.

Planning for a community correctional center should begin at the
beginning--with an assessment of the problem, not with the design

oF a known ''solution.” Too often, early stages of the planning
process are ignored and planning begins on the untested assumption
that a community correcgional center is needed. This tends to pro-

duce problems later on.

Planning should establish realistic expectations for the community
Correctional center. 1f a community correctional center is determined
To be needed, expectations regarding problems a center can and can-
not resolve must be reasonable and realistic. It is a mistake to
assume that a community correctional center can cure the multiple

ills of a poorly managed or ineffective justice system.

What happens if planning is not system-wide, if essential planning
steps are skipped, or if the objectives set are unrealistic? A hypo-
thetical case, based on a composite of actual experiences, illustrates

some of the possibilities:

Community X has an overcrowded jail. The "jail problem'" (not the system
problem) is examined through the planning process. Based on the
analyses and recommendations of this study, the community builds a
community correctional center to help relieve jail overcrowding and
provide an alternative to confinement. (These two rTeasons were
commonly associated with the establishment of community correctional
facilities.) Later it is discovered that the jail 1s still overcrowded
and the average daily population of the community correctional facility
is higker than expected. Closer inspection reveals that the jail is
overcrowded primarily with pretrial prisoners--persons ineligible

for transfer to the community correctional facility. Further, it is
determined that pretrial overcrowding has occurred because pretrial
screening mechanisms are not working well, court delay is a problem,
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and the presentence investigation reports take twice as long to
complete as in the past...

In this hypothetical case, the community correctional center
can have little impact on the problem of overcrowding. Expectations
for the center were not realistic. Had Planning begun at the begin-
ning and included a System-wide analysis of problems and potential

®© improve pretrial Screening mechanisms by modifying
the release—on—recognizance program or instituting
supervised release;

establish an intake service center;4

introduce a population accounting system to monitor and
analyze changes in jail population, admissions, and
length of stay;

reduce court delays;6

speed up preparation of Presentence reports.’

Any or all of these responses to the jail overcrowding problem
might be more effective than establishing a community correctional
facility. But they appear obvious only when the perspective on
Planning is System-wide, the process is orderly and thorough
solutions are Tealistically designed.

The criminal justice Planning process typically includes system-
wide data collection and analysis, identification of problems and
their Causes, examination of alternative solutions, and selection of
alternatives for implementation. Once the need for a community cor-
rectional center has been eéstablished by such a comprehensive Planning
process, a more specific planning phase can begin: Planning for the
community correctional center, 8 How does a community determine the
kind of center it needs?

The first task is to assign responsibility for a needs assessment.9
In some communities it may be best if citizens take the initiative;
in others, officials of government may perform this task, 10 Considera-
tion should be given to developing a task force approach-to communi ty
correctional center Planning, with staff assistance provided by
appropriate private and gublic agencies. In most of the sites visited,
this approach was used.l Private centers often spent years in the
assessment phase, using this period to gather supporters, to learn how
the criminal justice System operates, and to determine -more precisely
the needs of potential clients.l2 These centers geénerally started
small and gradually built confidence, competence, .and "support.
Returns on this investment included broader support and approval of
criminal justice agencies, enhanced publié understanding and acceptance
of community treatment, reduced opposition from residents of the area
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where facilities were to_be located, and closer ties to social ser-
vices in the community.l

Needs assessment should begin with an jdentification of the poten-
tial client population.l4 It should produce an estimate of the number
and characteristics of potential clients, as well as ijdentify their
service needs (education, training, jobs, drug/alcohol or other medical
needs, etc.). Offense classifications, estimates of the level of super-
vision or control needed by each client group, and approximate length
of stay in the program should also be included in the assessment.

One output of the needs assessment phase of the planning process
will be a declaration of findings. This 1is essentially a problem state-
ment which sets forth the facts, presents an analysis of those facts,
and then proposes a specifit community correctional center concept
as a needed course of actién. It will contain general as well as
specific findings and conclusions. (Often the statement that appears
as the preamble to any enabling legislation summarizes the more general
findings in a section called "Legislative Findings and Declarations.')153

A statement of purpose (also typically contained in enabling legis-
lation in a section entitled 'Purposes and Functions of Community
Correctional Centers') is another tangible product of this early plan-
ning phase. Statements of purpose, whether they appear in legislation,
in annual reports, or in articles of incorporation, generally have
similar features. The statement of purpose is usually a general eXx-
pression of the overall pclicy orientation of the board of directors,
the legislature, or the community. It expresses an operating philoso-
phy--a set of vaiues and beliefs that will serve as normative guide-
lines for the community correcticnal center.

The statement of purpose needs to be strong enough to serve as a
philosophic foundation for both policy formulation and the more specific
time-phased and measurable goals and objectivesl7 developed later to
guide the administration and management of the community correctional
<center. Too often planning proceeds without a clear statement of pur-
pose, either because thinking on the matter has not progressed far
enough to be articulated, or because it is easier to gloss over honest
but significant differences. This is a common, yet serious, planning
error. It is important that a consensual statemernt of purposes be
developed and committed to writing.

Once purpose has been spelled out, design and implementation of
the community correctional center can begin. It is important that
the design of facility and program spring from the needs assessment.
Too often, the reverse occurs: the facility and its programs are con-
ceptualized first; then clientele are selected to fit the model.

This reflects the common mistake of definiang the planning task too
narrowly.

1f the needs of all potential clients are included in the needs
assessment, a more comprehensive picture will emerge. Some subset of
this population then can be selected as most appropriate for community
correctional center services. Once the needs of the potential
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Client population have been established it will be possible to design
a facility and develop programs and services to meet identified needs.

The time, eneérgy, and resources required for developing an adequate
Plan should not be underestimated. Insufficient time often results in
neglect of critical pPlanning steps, especially in the earl{ phases,
which may jeopardize the success of any program developed. 18 Also,
decisions must be faced squarely as they arise since sidestepping them
often results in Problems later on. When decisions are postponed or
avoided because of the interpersonal or interagency conflict which they
threaten to generate, tTS effort to establish a Community correctional
center may be abortive. The key seems to be to take Planning seriously
to devote significant time to it, and not to jump prematurely to pro-
grammatic solutions.

Key Planning Decisions

Many decisions must be made in planning and establishing a com-
munity correctional center. By the time the need assessment has been
completed and purposes have been clarified, three key questions and
a number of subordinate ones will have been answered. The three key
questions are:

® Do we need a community correctional center?
o What should the purposes of the community correctional
center be?

° What overall Philosophy will guide the operation of the
community correctional center?

The answers to these questions will become more pPrecise, more
focused, as a long list of interrelated subordinate questions are
answered:

® Who should assume responsibility for the needs assess-
ment?20

° What types of client apgear to need community correc-
tional center services??1

b What seggices and what major Program components are
needed?

Which client services should be provided by the community
correctional center and which services should be referred
out?

L What are the goals of the community correctional‘center?z3

L4 What referral sources are to be served? Where will clients
come from?

L4 What workload needs to be Planned for?
® What geographic service area is to be served?25

® What will be the approximate length of stay in each pro-
gram component?

® How large will the residential facility be??’
@ How many clients will be in each Program component?
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® Will residents who leave the residential facility and
programs be allowed to return later to utilize the
center's employment, counseling and other services?

Where should the residential facility be 1ocated?28

How closely does the potential client population need
to be supervised? How secure a residential environ-
ment is needed?

e What should be the criteria for admission to each pro-
gram component? What restrictions should govern client
eligibility?

e What will the community correctional center be called?

e How should the clients of the program be referred to:
as "residents,'" "inmates,'" '"clients," "participants,”
"out-clients."?

Planning for and implementation of the community correctional
center overlap considerably and, in practice at least, cannot be
separated. But there are conceptual distinctions and these may help
in defining the kinds of decisions that must be made. Once needs
have been identified, purposes have been determined, and overall
philosophy has congealed, it will be appropriate to:

e Establish the legal and organizational framework within
which the community correctional center will operate--
make decisions about organization, administration, and
staffing.

e Define the legal status of clients--make decisions about
the scope of staff authority and the rights and obliga-
tions of staff and clients.

e Establish policies to govern the program of the community
correctional center--make decisions about admission,
program participation, and program termination.

Decisicns in these areas will carry the planning process into

much more specific territory. Once these decisions have been made,
a clearer picture of the community correctional center will have
emerged.

Organization, Administration, and Staffing

Questions concerning the legal and organizational framework with-
in which the center will operate include:

e Will the community correctional center be operated by
government or by a private agency?zg (If it is to be
operated by government, the proper horizontal and ver-
tical placement of the center within the general structure
of government must be decided.)

e Will the center be a separate agency OT part of a larger
agency?31
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These decisions will be determined to a large extent by earlier
decisions concerning the purpose, scope, and guiding philosophy of
the community correctional center. For example, the relationship with
other public and Private organizations will depend on decisions about
programs and services to be offered by the center directly and those
that will be provided by other community agencies,32 gg well as decisions
that specify the character of the community correctional center and
the types of clients it is intended to serve.d Information about
sources of funding34and major sources of referrals also will help in
making these decisions. The size of the progran, costs, staffing re-
quirements, the availability of services in the community, type of
client, and similar issues which are described in more detail in Part II

A governing board must be provided for 35and its composition,
authority, terms of i1ts members, methods of appointment and germina~
tion, and_other matters need to be set forth in legislation?3 in
by-laws,370v in articles of incorporation. All of the centers visited
also had community corrections advisory committees and decisions must
be made concerning their composition, authority, responsibility, repre-
sentation, and metheds of appointment and termination.

Finally, decisions will have to be made regarding the authority,
responsibilities, and functions of the center director,38¢the organi-
Zation of staff, 93nd the extent and exact nature of support staff
(e.g., cooks, accountants, lawyers, records and purchasing staff).40
To a certain extent, staffing decisions will be a natural consequence
of decisions made earlier regarding clientele, programs, facilities,
needs for supervision, operating philosophy, and use of other community

agencies.  These issues will determine the number and type of personnel,
the staffing pattern, their hours of work, and the cost--for personnel
make up the largest budget item in any community correctional center
operation. Decisions to hire ex-offenders, to make use of volunteers,
to cmploy persons most familiar with the lifestyle of clients will

I'ink back to program and philosophy choices. In addition, there will

be a4 neced for procedures to govern recruitment, selection, and appoint -

ment, promotion, and removal of personnel?lagnd a related need for
developing job descriptions and defining job responsibilities.

Staff development Plans should be made so as to produce and main-
tain a professional, wvell-trained and competent staff, The plans
should consist of scveral inter-related components. The first compo-
nent should be an oricntation for new staff prior to the assumption
of assigned duties. Second, an inservice training program should be
developed. Third, orientation and inservice training may be augmented
by taking advantage of educational cpportunities in local community
colleges or universities, by membership in professional associations,
and by cncouraging staff to Participate in relevant Conferences, work-
shops, and training sessions. The subject of staff development is
discussed more fully in Chapter VII and need not be detailed here,
cxcept to note that staffing and training needs should be planned
before staff are employed.

Once the community correctional center is in operation, the
theory is that the director will manage it according to policies
cstablished by the governing board and4 he law and regulations that
establish and/or authorize the center, Annual review of Ooperations,
and any special program evaluations, will determine the efficiency and
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cffectivencss of the community correctional center. But, evaluation
also must be planned. Sound evaluations require that goals and
objectives be defined and established before programs are initiated.
Unless this is done, there is no way to evaluate program performance.
Criteria for gauging the success of the operatien must be defined and
agreed upon in advance. Evaluation should be part of the continuous
decision-making processe€s which manage the community correctional
center, not a separate nextra' exercise performed once a year. Evalu-
ation must be built into the management process, not '"tacked on." An
evaluation methodology must be developed and staff and financial re-
sources set aside to sustain the evaluation. As noted, evaluation
planning should begin before a program 1is initiated, not months after-
wards. Finally, because evaluation is part of the management process,
management should be involved in evaluation activities. Key executives
and members of the board of directors need to participate in the plan-
ning and often in the conduct of the evaluation. Evaluation cannot be

lcft entirely to research staff or outside consultants: it is a manage-
ment function.

The legal Status of Clients

Important decisionc need to be made concerning the legal status
of community correctional center clients, particularly the residents
of the center Facility.44 The major questions are:

@ What legal guidelines are necessary to allow staff to
provide proper supervision and care, while avoiding
undue interference in clients' lives?

e What is the scope of staff authority to detain and super-
vise residents?

By law, rule, or regulation guidelines must be established in the
following areas: search and seizure of the client and his or her
property; control and disbursement of resident funds; limits on the
use of restraint, detention, and physical force; and furlough regula-
tions and conditions. The appropriateness of urinalysis and procedures
for regulating the use of controlled substances also must be decided.

Many more specific issues also need to be resolved4§for example,
recputations must be developed to govern resident movement in and out
of the community correctional facility, including clear definitions
of when a client is AWOL (an absconder); rules of conduct will need
to be establiished and a clear and fairly administered set of disci-
plinary procedures established. Also needed are regulations concern-
ing the use of telephones, possession of personal property, resident

ownership of automobiles, and perhaps even the decoration of residents'
personal quarters.

Admission, Program Participation, and Termination

Policy needs to be developed and articulated, either in law or
regulation, to answer two fundamental questions:
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What are the rights of clients to services?

What are the obligations of authorities to provide
services?

Answers to these two questions will provide a basis for establish-
ing policy in the following areas:

® Admission to the community correctional center and each
of its program components. (For eéxample, what referral
source will be served? What legal status will make a
person eligible or ineligible for services? What criteria,
established either by law or regulation, will determine
admission policies? Who will make the decision to permit
or deny admission?)

e Conditions of program participation and the services to
be provided. (Included are: the development of the pro-
gram plan or the formal or informal "contract" between
the client and staff; the provision of services46 and
client Participation; review of client participation; and
assessment of client progress.)47

© Termination, departure, and release of clients from the
program. 4 :

Making the major decisions Oon policy to govern the community
correctional center Program is the last major step in planning for
the establishment of a community correctional center. By this time
the concept should have a ''character" that reflects the community.
Most of the major decisions will have been made and the concept will
have been fleshed out in some detail.

be thought of as a continuous pProcess, not an exercise to be completed
oncec a year at budget Preéparation time. There is a need to constantly
dssess the performance of the community correctional cénter, to review
pPolicies and programs, and up-date plans.

The following chapters offer some specific guidelines for
operating the community correctional cénter. Guidelines are Presented
in the areas of: planning; organization and menagement ; personnel;
programs; facilities; Support services; and evaluation.
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CHAPTER VI

CENTER ORGANIZATION AND MANAGEMENT: SOME GUIDELINES

The topic of community correctional center administration cuts
across a wide spectrum of organizational behavior in general, from
the appointment of the agency administrator to the development of
policy manuals to guide operations. This chapter is based on estab-
lished principles of public administration, with additions, deletions,

and modifications to take into account the particulars of the cor-
rectional situation.

It is recognized that 'mew'" styles of administration, organization,
and management change. Nonetheless, the proverbial wheel does not
have to be reinvented. Established principles hold quite well for the
community correctional agency, public or private, and they are appli-
cable to all program models. Some of the guidelines offered here may
seem obvious; but community correctional centers operate in a political,
legal, social and cultural environment characterized by conflicts that

can be accommodated only by careful application of sound management
principles.

No organization, of course, operates in a vacuum. The performance
of any agency and the behaviors of its staff are significantly influ-
enced by external considerations.l The community correctional center,
specifically, must consider the attitudes of citizens and civic leaders,
the actions of personnel in other components of the justice system and
in related agencies, and the decisions and preferences of authorities
in a position to fund, supervise, evaluate, or regulate center opera-
tions.2 Such external elements strongly affect the organization and
management of any correctional activity based in the community.

The management of the community correctional center should seek to
influence and shape the environment in which it operates. Organiza-
tional leaders must exploit their environment in order to gain support
and acquire scarce and valued resources if the organization is to sur-
vive and be effective.3 The effort to replicate the Des Moines project
illustrates this point. While there was an attempt to have each of
the six replication sites model their programs closely after Des Moines,
local environments dictated that many modifications be made before the
program could be transferred to other sites.

Academicians might divide the community environment into two cate-
gories: diffused and focused. The "diffused" environment is the broad
cociocultural milieu in which the organization operates. Included are
the values, traditions, and social institutions that condition the be-
haviors and goals of complex organizations. The diffused environment
generally sets limits on and creates opportunitites for organizational
activities. The "focused'" environment, On the other hand, consists of
those individuals or groups Wwith visible, specific, and significant ¢
impacts on the organization's goals and its ability to achieve them.
It is this set of external elements that leaders of the community cor-
rectional center must exploit effectively even as the former seek to
manipulate the agency, its staff and clients, or 1its supporters. The
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reciprocal relationship between the organization and its focused en-
vironment is essentially political. The most immediate and Ccritical
segment of the organization's surroundings, it is also the locus of
the most meaningful action.

Managing the Environment

Major elements of the environment with which the community correc-
tional center, and especially its administrator, must deal successfully
include the governing authority, the legal Structure, the criminal
justice and correctional system, and the network of related agencies
whose operations border On or overlap those of the correctional center.
Relationships with eéxternal funding sources and with the general public
also are vital to the continued operation of the center.

The Governing Authority

The governing authority or "parent" government agency constitutes
one of the "key actors" in the environment of the community correctional
center. Administrative staff of the center and members of the govern-
ing authority or parent agency share multiple responsibilities to
communicate with one another, to jointly managec the community correc-
tional agency, and to oversee agency operations. A management team,
composed of designated members of the governing authority or parent
agency and the administrator of the community correctional center, is
recommended. The team should schedule meetings to establish and review
policy and procedure and to insure that programs and facilities are

Other regulations. Center and governing authority staff should attend
those meetings and a peérmanent record should be maintained. The minutes
of these meetings should include, but not be limited to, the date,
pPersons present, topics discussed, decisions reached, and actions taken.

The governing authority or parent agency also should be responsible
for approving proposed center policies. Most directors of the centers
visited as part of this program model effort "bent over backwards" to
involve their boards and to share with them both their problems and
their successes. Policy formulation generally was a joint responsibi-
lity and many board members were intimately familiar with .center opera-

There is another important role that members of the governing
authority should play--that of creating and maintaining linkages
between the center and the community it serves. To enhance the forma-
tion of such linkages, the membership of the governing authority, as
a demonstation of direct community involvement in local corrections,
should reflect the social, economic, and demographic characteristics
of the community.

Legal Considerations

A public or private agency operating a communi?y correctional cen-
ter should be a legal entity or part of a legal entity. Becomlng a
legal entity provides a measure of legitimacy and a basis for doing
114
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business and entering into contracts. It also facilitates the scarch
for funds, builds a sense of purpose, and affords some personal
protection against legal actions. The process of becoming a legal
entity--which forces those involved to review and define their mission--
too often is postponed by community correctional center managers. Many
ex-offender. and volunteer programs have similar beginnings in an in-
formal association of people interested in helping offenders. Even-
tually these groups are likely to incorporate, but for long periods of
time they may function as a corporation without having taken the ncces-
sary legal steps. Their unincorporated status, unfortunately, createcs
unnecessary risks and only delays what eventually must be done to in-
sure ongoing operation. Early attention to this and other legal concerns
thus is critical to any center's success.

To minimize organizational conflicts over "turf,'" the community
correctional center established (or being established) as a public
agency should have either statutory or administrative authority to
manage programs and facilities under the provisions and guidelines of
the responsible governmental agency. The responsibilities and functions
of the center also should be specified by statute or administrative
directive. A center established (or being established) as a private
activity should have both a constitution or articles of incorporation
and by-laws.7 These documents must meet all of the legal requirements
of the jurisdiction 1in which the center is located.

All states have some minimum requirements for information to be
included in the constitution oOr articles of incorporation and failure
to comply will jeopardize the existence of the private center. As the
basic legal document of the organization, the constitution or articles
of incorporation also se€rves as the foundation for the existence of
center programs and facilities. The by-laws of the private community
correctional center specify its operational policies and procedures
and administrative structure. They should indicate how the organization
will conduct its business and meet its responsibilities and obligations.
Private agency by-laws, which should be approved by the governing
authority,” generally must be filed with appropriate local, state,
and/or federal agencies.

The private organization also is generally required by law and re-
gulation to file tax status reports with the Internal Revenue Scrvice.
Such reports should be available to both justice and non-justice agen-
cies as a means of building relationships with those components of the
organizational environment.

Both public and private community correctional centers must mecect
a number of other legal requirements. At a minimum, the center must
comply with applicable city, county, state, and federal licensing TC-
quirements, as well as with the zoning requirements of the jurisdiction
in which it is located. Violations of licensing oOT other regulatory
requirements may generate hostility and adverse publicity and can TeC-
sult in legal sanctions. If the center is deficient, management must
move quickly to achieve or demonstrate progress toward cgmpliance ‘
since there may be not only legal but financial implications. In Ohio
and Missouri, for example, state and federal payments of per-diem cOsts
and offender expenses to private centers are conditioned upon verifi-
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Compliance with legal requirements should be viewed as a starting
point rather than as a goal in itself. Indeed, if licensing require-
ments do not exist, the center, through the responsible government
agency or governing authority, would do well to support their estab-
lishment. Such affirmative action both helps to insure the safety
and quality of Programs and facilities and should enhance acceptance
of the center by the Community.

Because the community correctional center is in the community, a
Séparate caution related to zoning must be issued’ As public policy
regarding offenders (as well as dependent and neglected children,
substance abusers, and the mentally i1l or retarded) has shifted toward
community-based Programming, €xclusionary zoning codes, community op-

position, and difficu ties in finding suitable facilities have been
€ncountered. Community opposition often is rooted in fears of decilin-
ing property values, Perceptions of center residents as a threat to
public safety, and concerns for the general ""character" of the commu-
nity.10 center management must address, and ultimately neutralize,
this opposition. While there is no substitute for thorough analysis
of potential sites during the planning phase, other techniques have
been used to resolve this problem.11l "The involvement of a Cross-section
of the community in Planning and operating the center through advisory
groups ‘or membership on the governing authority is a particularly work-
able approach. As a general principle, a cbmmunity correctional center
should be able to locate in any land-use zone approved for group living
(such as boarding or convalescent homes.) Zoning based uniquely upon
labels such as retarded, mentally ill, or criminal seems inappropriate.

to have ready access to legal counsel to insure that the public, the
center, its staff and residents, and others with an interest in center
operations are afforded the legal protections to which they are en-
titled.13 With legislation .ng case law developing rapidly in the field
of community corrections, legal consultation is becoming increasingly
important to correctional center administration.

Fiscal Considerations

Fiscal management is a Critical dimension of crnptor administration.

The operation of programs and facilities with public nprivate funds
requires continuous communication with funding Sources. Ly
agencies, legislators, and taxpayer groups. Copics o Piocei o oparrs
should be available for appropriate review. .n pubiicl. e center,
eéspecially, is accountable to the funding sou. ¢ for Compl oo with

its specific requirements as well as with ot’ Tevarl and RN SN S G
requirements. Systematic Planning wiih fundi R T R T S TER I
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review of policy and procedures with regulatory agencies are essential.

Obtaining funds for community correctional centers is likely to
become more complex in the future and administrators will need to be
quite sophisticated in techniques of seeking and utilizing funds from
diverse sources. Good record-keeping, the creation and use of effec-
tive communication channels, and attontion to a wide range of related
administrative concerns should enable the center to secure and maintain
sufficient funding. There are numerous anecdotal "horror stories”
detailing the fiscal problems that have forced some community-based
correctional facilities to close. The experiences of others with poor-
ly kept records, auditing difficulties, less of control over funds,
budget overruns, and unqualified management should serve to guide
existing and proposed com~unity programs and help them to avoid simi-
lar fates.

Some privately funded centers have become complex businesses, fun-
ded by a variety of sources. The Mahoning County Treatment Center
relies upon five sources of revenue:; Talbert House draws from eleven
sources; the Magdala Foundation has altered its funding relationships
and now is raising revenue through contracts with six referral sources.
Public correctional centers can be equally complex in their funding
arrangements For calendar year 1978, the Vancouver (Washington)
Correctional Center received funds from eight different sources (one

contributed 43 percent of the total budget, while another provided
but .2 percent).

There have been some innovative approaches to center financing
and management that appear especially promising. For example, the
statutory or administrative joining together of agencies with a common
mission is generally cost-effective and efficient, often resulting in

the optimal use of limited resources. Such cooperative efforts provide
opportunities for experimentation, innovation and flexibility in pro-
gram development. The Des Moines experience, in which four program

components were synthesized under an overall mission and a joint ad-
ministrative structure, demonstrated that administrative and functional
coordination can be effective financially as well as programmatically.

Public Relations and Information-Sharing

The community correctional center is an "open'" organization, with
both vertical and horizontal lines of communication within and outside
the center. Site visits demonstrated that center staff devoted consi-
derable time to the-establishment and maintenance of contacts with
people in the community. Because of '"sunshine'" legislation (as in
Iowa) and taxpayer militancy (as in California}, correctional centers
can expect an upturn in visibility and increasing observation of center
operations by citizens and legislators.

Directors of the Centers in Vancouver, Washington, Rochester,
Minnesota, and Orange County, Florida, have turned this external scru-
tiny to their advantage by aligning themselves with advocates of ''good
government' and sound management. These centers have made effective
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use of citizen advisory groups, which act gas buffers betwecen the
center and the rest of the community. Advisory group members both
receive and dispense information, Xhereby helping to tie the cen-
ter more firmly to the community .l

By constructive interaction with individuals and groups, agency
leaQershlp can partially fulfill its obligations to Protect the or-
ganization from environmenta] contingencies. The administrator and

mony on relevant proposals before legislative committees and contacts
with federal, state, and local judicial and executive bodics.

Policy and procedure should provide for a public information/edu-
cation program that promotes contacts between the center and hoth the
general public and the communication media. This Program should be
targeted especially upon, but restricted to, those segments of the
public in a Position to facilitate the delivery of services to resj-
dents. Contacts, of course, must be consistent with the maintenance
of order and se€curity and the preservation of a resident's privacy.
Policy should specify the types of information that may be relcased,
the persons authorized to release it, and the rights of offenders
and others with respect to privacy and it shouid include a statement
of intent to provide accurate and timely information. Information/
education activities should be documented and made a matter of rccord.
The success of the center may depend heavily on the ability of its
staff and administration to educate the public about its opecrations
and its role in the criminal justice process.

City, county, state, and federal corrections and other justice
agency employees are important elements of the community correctional
center's focused environment. Policy and procedure thus should in-

sure that the center, whether public or private, works with other
criminal justice dgencies on a continuing basis to coordinatec programes:
and to initiate, implement, and evaluate pPlans. The exact naturc of
such collaborative rclationships cannot be specified, but it is the
spirit upon which they are built that is significant rather than their

precise definition.

Whether public or private, the community correctional center should
first be an integral part of the correctional system. Expericence
suggests that the success of a center may depend on its acceptance as
a legitimate component of the correctional apparatus. Some twenty
years ago, thc innovative Pinehills project at Provo, Utah, failed
largely because its leaders were unable to involve or obtain the
support of important elements of the local correctional community.

The project was not funded by local revenues when the initial grant

money was depleted.l5
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It is intcresting to note that cven though the center 1s part of
a correctional organization, acceptance is not guarantecd. Community
correctional centers exist 1in a competitive organizational world and
there may be many reasons for opposition to the center or its pro-
grams. At the Salt Lake replication site, for example, the state
opposed the creation of local probation services and rejected that
component of the center's program because it could not be absorbed
at the state level. In Duluth, the Sheriff was unenthusiastic about
the overall program and kept the center at arm's length even though,
organizationally, he was forced to act as host for 1ts programs. The
Baton Rouge Council simply refused to fund the replication effort be-
cause it preferred to address other priorities.

(ollaboration with other criminal justice agencies ,(not only cor-
rections, but also law enforcement, prosccution, decfense, and judicial
organizations) is important for a number of reasons. Such efforts move
the center toward partnership 1in justice operations, generate valuable
inputs from these agencies reclating to center policies, procedures,
rules, and regulations, and facilitate the cernier's ability to deliver
services. Also, bccause many community correctional efforts are sup-

ported at least 1in part by grant funds, the tie to the justice system
must be clear.

The early expericnce of the Des Moines pretrial releasc program
suggests the importance of cultivating rclationships with criminal
justice agencies. Although the program was partially supervised by
the judiciary, members of the judicial district were reluctant to
accept some of the release recommendations of project stal{f and tended
to define strictly eligibility for pretrial rclease. Over time and
following intensive discussion between project staff and members of
the judiciary, the latter became more comfortable with the program
and expanded the criteria for release eligibility.l

Similarly, community-based correctional programs cannot hope to be
successful without the cooperation of law enforcement. The initial
and continued contact of police with the offender may influence his
attitude toward society and 1ts institutions, his rcintegration pros-
pects, and his willingness to respect the law. In their exercise of
discretion at the time of arrest, the police also have a greater im-
pact than other environmental actors on the sclection of correctional
clientele and the definition of criminal conduct. The police officer
or deputy knows his community, or at least some part of it. A resource
himself, he also is aware of many other useful resources and knows the
temptations an offender may face. The police must be persuaded by
community corrections staff to view their role in terms of crime gre-
vention as well as law enforcement and the maintcnance of order.l

Such a perspective will be supportive of most center-sponsored activi-
ties.

The Vera Foundation's release ol recognizance program was resisted
philosophically by law enforcement (and pragmatically by bail bondsmen.)
That experience was repeated in Salt LLake City, wherc law enforcement
officers initially objected to releasing defendants on their own recog-
nizance. Over time, projcct management succeecded in dealing with
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their objections and law enforcement and Jail personnel no longer
formally opposcd the project. Evidence from this and other programs
suggests that the perceptions and attitudes of law enforcement offj-
Ce€rs must be addressed before community corrections Strategies will
become acceptable to them. If community correcticnal center staff
and law enforcement remain isolated from one another, potentially
eéxplosive incidents may occur with possible adverse, long-range
effects on community-based programs,

Ma
rectional center are pProvided by public and private agencies outside
the criminal justice system. Center participation in interagency
policy development, pPlanning, coordination of programs, and implemen-
tation of mutual plans should be directed toward insuring that resij-
dents of the center are aware of and able to participate in programs
and activities Sponsored by non-justice agencies. Policy and Procedure
should €ncourage the center to develop and maintain working relation-
ships with various agencies, including education, employment, welfare,
and health agencies, community interest groups, and other community
services.

Site visits revealed that successful centers often are able to
integrate offender services by bridging gaps between traditional cor-
rections programs and those of other social Service agencies. In some
cases, as in Mahoning County, the center itself provided needed ser-
vices directly; at other sites, the center played a Coordinating and
"brokering' role. There was substantial evidence that a center's
efforts to fill service £aps can do much to enhance the integration
of offender services,

A variety of means are available to build relationships with other
agencies and to coordinate available services. Some centers have used
advisory groups or volunteers; others have obtained the support of
local political leaders who promote coordination among public sector
units within their jurigdiction. Many centers contract with other
agencies for services,1? since the typically small staff of the center
cannot meet all of the needs of their diverse clientele.

Policy and procedure also should provide for collaboration between
the center and local universities or colleges in areas of mutual con-
cern, including, for example, research, evaluation, internships, and
technical assistance. These ties are beneficial both to the center
and to such institutions of higher learning. Universities are able to
provide academic curricula, sponsorship or direct implementation -of
research programs, special training conferences, student interns to
supplement center manpower, and qualified advisors on program and
policy. The centcr, in turn, provides a unique teaching and resecarch
laboratory. The cstablishment of aoint advisory committees should
facilitate collaborative efforts., 2

The Des Moines project made effective use of law-school students
to conduct cligibility interviews, These students, who worked part-
time, were able to ?rovide interview capability on a 24-hour basis,
seven days a week.?2 The PORT program in Rochester, Minnesota, pro-
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vides housing for offenders and junior college students function as
counselors an a one-to-one basis and act as role models for PORT
residents.2

Finally, policy and procedure should insure that the center co-
operates fully with federal, state, and lccal legislative, judicial,
and executive bodies. The understanding and support of all three
branches of government 1is essential to the long-term success of the
center. Evaluation of the LEAA replication of the Des Moines program
has portrayed the many difficulties that can arise in the area of
intergovernmental and interagency cooperation. The replication ex-

periggce ijllustrates how some problems were resolved while others were
not.

Management Theory and The Community Correctional Center

The art of management and theories of compleXx organiz%zions have
evolved over the last half century through several phases. To
thinkers in the so-called nscientific management' movement, the admini-
strator was a highly rational, skilled technician who man%gulated both
human and organizational "machines'" with great precision. The manage-
ment principles framed at that time have enjoyed renewed popularity
among those who advocate the use of such management techniques as
operations research; planning, programming, budgeting systems (PPBS);
program evaluation review technique (PERT); and other '"scientific"

tools of decision-making.

One group of theorists in the evolving science of management re-
acted to the notion of scientific managementi by emphasizing the impact
of employees' needs and preferences upon their participation ir the
formal organization. This "human relations' group argued that workers
needed to find personal and social satisfactions in the work place,
that accommodating this need would motivate them and, as a result,
their productivity would be increased.

More recently, systems theorists have highlighted the informal
aspects of organizations so that complex organizations are now inter-
preted as open social systems. This perspective directs attention to
a range of variables that had been ignored by earlier contributors to
the science of management, including communications networks, the
generation and resolution of conflict, organizational elites, patterns
of mutual expectations, and sanctions available to influence organi-
zation members. This group has emphasized the interdependence of or-
ganizational components and the ties of the organization to its envi-
ronment. Another recent group of theorists, Kknown as "jndustrial
humanists,'" has focused on the social and psychological aspects of
organizational life. In their writings they urge managers to create

conditions %?der which participants can use their capacities fully and
creatively.

Advocates of the most recent management theories seek to reconcile
the emphases on art and on science. Contingency theorists use the
systems approach to analyze organizations, emphasizing the influence
of personal needs and environmental factors upon the behavior of indi-
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viduals in organizations.28 Advocates from this schoo1l suggest that
céertain management strategies are appropriate to particular Situa-
tions. Although there are not universail bprinciples applicabie to alil
Situations, it is argued, each organization is not unique. Since the
correct way to apply any pPrinciple depends upon the circumstances,
the manager becomes both a Pragmatist and a diagnostician.

Although the circumstances will vary from one community correc-
tional center to another, the Management principles offered here
should provide the reader with some Eeneral guidelines that may be
modified to meet specific needs and cenditions, Organized around the
various roles of the agency manager, these pPrinciples are applicable
to both public and private Community correctional centers.

® Multiple Roles of the Agency Administrator

The many roles of an agency administrator can be grouped into
three general Categories. The first is the responsibility to exercise
leadership, Primarily for the purpose of influencing the task or
"focused"” environment. The second has to do with the administrative
function of problem-solving. The third pertains to coordination of
individual efforts while performing a series of traditional management
functions.29 The administrator must be many things: charismatic,
Creative, a problem-solver, and a capable Operational manager.

organizations top management must be concerned primarily with leader-
ship-—determining the public interest, establishing social order, and
defending critical values. For his agency, the director must define
the organizationaj] mission, set goals, and work to insure that these
are more than superficially accepted. The administrator must resist
the temptation to measure organizational achievement in terms of re-
sources, reputation, or stability without reference to the values that
his organization was designed to Promote.

The second category of administrative roles, having to do with
problem-solving, involves the operation of programs, management of
Personnel and financial resources, and adjustment of organizational
interests within the external environment. Each of these aspects of
organizational 1° - has its own dynamics, so any balance achieved will
be temporary. An essential task of the agency administrator is to
continuously adjust the "mix." This is accomplished through an admini-
Strative process dominated by a search for solutions to problems as
they arise.

Site visits demonstrated a constant ebb and flow of management
"Crises," each of which had to be dealt with promptly and skillfully,
with both firmness and flexibility. Coordination, cooperation, and
Communication were constant requirements. Alan Coffey has suggested
that the administrator of a community correctional center should
develop a '"sensor matrix"30 ¢o identify '"targets of opportunity'" or
those forces in the community toward which efforts must be directed.
Such a matrix should help in the collection and evaluation of informa-
tion needed by Mmanagement for creative problem-solving. Of course,
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since the community is constantly changing, as is the correctional

program-and organization, the management information system must
be continuously updated to keep pace.

The third category of roles for the center administrator involves
the effort to promote efficiency through coordination of individual
efforts. This task, the essence of the managerial role, subsumes
the traditional functions of planning, organizing, staffing, direc-
ting and controlling.%+- The administrator's planning function in-
volves the setting of goals and the development of policies, programs,
and procedures for achieving them. Organizing entails the develop-
ment of a role structure based on activities designed to achieve
objectives. It involves the grouping of activities, selection of sub-
ordinate managers, and delegation of authority. All personnel tasks
are absorbed into the staffing function--recruiting, selecting, train-
ing, compensating, and evaluating. Directing suggests the guidance
and motivation of employees. And controlling implies measuring and

correcting the efforts to insure that their activities conform to
plans. .

The center administrator is expected to accomplish all of these
managerial functions, although he should be assisted by his staff and
occasionally by the governing authority or parent agency. As the scope
of center operations expands, some functions should be delegated to
"key actors' in the community. In one center visited , authority to
direct daily operations was delegated to a deputy administrator. In
larger center organizations middle management structures have been
created to supervise particular programs OT program components.

Within guidelines set by the governing authority or parent agency,
the administrator of the community correctional center should be
responsible for formulating centgr goals, translating goals into measurr-
able objectives, and establishing policies and procedures for their
accomplishment by center staff. Because resources almost always are
limited, overall goals and specific objectives should be prioritized
and balanced against available resources. Without such priorities

for goals and objectives, the center will lack focus, continuity, and
consistency.

Goals and objectives should be translated into written policy
and procedures, which are assessed periodically and revised as
necessary. Reports on center activities and progress toward goal
achievement should be prepared and disseminated at regular intervals.
In addition to encouraging ongoing monitoring and evaluation of center
programs, such reports aid in public education, accountability to the
governing authority and funding Ssources, and staff understanding and
acceptance of management goals and procedures.

The following principles of center organization and management
have been gleaned from both site visits and the 1iterature on public
administration 1n general and the management of compunity correctional
centers in particular.
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Community correctional Organizations tend to be structured

by funding sources. The organizational Strategy is often
based on fiscal (rather than functional) considerations re-
fiecting the realities of the grant economy. Nevertheless,

2 written plan should describe the center Organization, group-
ing similar functions, services, and activities into adminis-
trative sub-units, 32

tional framework. Because Specialization may result in in-
difference to organizational goals and objectives, specialized
units should bpe Created only jif resource management and goal
attainment are likely to be enhanced. The overall organiza-
tional Structure should be assessed periodically So that units
not contributing to the achievement of goals can be terminated.

single administrative officer appointed by and responsible to
the governing authority. A11 employees or units of management

»

° Appointment of the Agency Administrator

The administrator of the center obviously is a key to its
Success or failure. Appointment Procedures, authority for
appointment, and functions should be specified by statute or

center) or in the by-laws governing the private center. The

rectional center should select its administrator. The process
of selection should be explicit to avoid confusion and political

Stability of leadership, which is essential for effective cen-
ter administration, can be promoted by continuous tenure of
the administrator with termination only for cause and in
accordance with explicit procedures. Terminatign should be
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Delegation of Authority

The administrator of the center should delegate authority to
subordinate staff commensurate with responsibilities and re-
sults expected of particular staff members.3% The delegation
of authority should be monitored by the administrator to in-

sure that authority is neither abused nor extended beyond that
required by specific assignments.

It is good management practice to specify in writing the duties
and responsibilities of all center personnel. Written position
descriptions should not be borrowed from outdated descriptions
found in other agencies. Rather, they should state the basic
function of each staff position in the center, its major duties,
and the scope of the incumbent's authority. The descriptions
developed by more successful programs clearly inform the incum-

bent and others about what he ijs supposed to do and help to
avoid overlap.

Supervision and Span of Control

1t is important to provide for supervisory staff to direct and
evaluate output and to provide line staff with guidance and
assistance. The responsibilities of supervisory personnel
should be specified 1in writing. Specificity in the supervi-
sor's requirements promotes focus, continuity, and consisten-
cy of center operations.

The problem of over-capacity or under-capacity is a constant
challenge to center operations. The mijdeal"™ span of control
is rarely achieved. Either there are too few subordinates to
fully occupy the supervisor or there are SO many that he 1is
over-extended. This problem is persistent due to the small

size of many centers and the fluctuating budgets with which
they must live.

written Policy and Procedure

Policy and procedure governing the administration and operation
of the community correctional center should be in writing.30
Among these policy and procedure statemgnts should be a des-
cription of the center's philosophy or fmission'" and a listing
of goals and objectives. This statement should be approved by

the parent organization OT governing authority.

Agency effectiveness appears to be enhanced by the articulation
of both general philosophy and more specific objectives. Gen-
eral statements of purpose are found in the by-laws Or articles
of incorporation of the private centers visited, while morce
specific articulations of goals and objectives appcar in their
annual reports and program plans.37 Program Summarics often

are prepared for release to the press, the public, and residents
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and their families; such pamphlets generally include succinct
Statements of purpose. 38 Newsletters and magazine articles 9
also serve to define and make known the goals of the center.
Center goals and objectives, described with some precision and
Prioritized, should be translated into written policy and
assessed periodically.

The task of preparing written policy statements is a source of
difficulty for some cénters. Although policy and procedure
manuals should facilitate operations, some center directors
report that an inordinate amo.unt of time at board meetings is
devoted to the clarification of agency policy. It must be
understood that the process of policy formulation and reassess-
ment is important, naf_merely the existence of a manual. A
bpaperwork product should not be considered a substitute for

process.

The center also should prepare a manual or manuals detailing
administrative and operational procedures. Each major sub-unit
within the center should have its own manual. The availability
of these manuals to all staff should facilitate consistency in
cénter operations. Efficient management of resources and super-
vision are enhanced when all personnel know what is expected of
them and understand the functions of others. These manuals
should include a statement of purpose and a open-ended number
System. All manuals should be updated as necessary and reviewed
annually by the administrator and/or designated staff.

Periodic Assessment

to the stated goals of the center. Assessment should consider
where the agency wishes to be and where it is at the time of
assessment. The process should lead to the development of
practical and specific Plans to close 8aps and realize stated
goals, In the final analysis, assessment must focus upon
product rather than process and upon substance rather than
form.

Periodic Reports

Most states require periodic reports of various kinds as g
condition of continucd operations. Center administrators Should
prepare and make available to employees and the public reports
that include narrative and statistical data on center goals and
objectives, programs, population served, services provided,
budget major developments, problems and potential solutions,
and plans for the future. Such reports inform the general
public, elected and appointed officials, agency personnel, and
others about current pPrograms, policies, and accomplishments:



and they provide an historical perspective depicting the
development of the center over time.

Code of Ethics

Center personnel may have their own value system and an un-
written set of shared understandings. Nonetheless, the
center as an organization-should have a written code of
ecthics to guide the actions of all personnel. Among other
issues, the code should specifically address conflicts of
interest and how they should be handled. Improper influences
on deciston-making can irreparably harm the center and its
programs. safeguards should be established to insure that
all personnel actions and decisions relating to cases are
hased solely on merit. Policy should clearly state that
persons connected with the center shall not use their posi-
tions to secure personal privileges. Accepting gifts or
gratuities from’an offender or engaging in personal business

transactions with an offender or his immediate family should
be forbidden.

A code of ethics 1s a means of encouraging ethical conduct

by center staff, but it cannot, of course, guarantee that
employee behavior will adhere to some recognized standard.

As a complement to the code, which serves as a "conscience,"
the administrator should establish and enforce clear policies
governing employee behavior and insure that his own behavior
conforms to the highest of ethical standards.

The code of ethics also should reiterate written policy
requiring compliance with statutes and regulations relating

to campaigning, lobbying, and other political practices. To
avoid conflicts that may adversely affect the provision of
services, the center and its staff should remain non-political.

Intra-Agency Communications

Many community correctional centers are casual organizations
with informal patterns of communication. Formal channels of
comnunication, however, should be used for delegating author-
ity, assigning responsibility, supervising-work, and coordin-
ating cfforts. Designated channels of communication, both
vertical and horizontal, should govern activities and working
relationships within the center's programs and facilities.
Communications should be timely, accurate, and comprehensive,
covering all that employecs need to know to carry out their
duties. While alternative channels of communication or extra-
ordinary situations should be developed, written policy §hou1d
clearly define the normal channels of communication within

the center.
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center policies and procedures to all staff, As suggested
by a variety of research findings, an appropriate technique
for insuring staff understanding of and commitment to cen-

development and review of organizational policy and procedures,
goals and objectives, pPrograms, and rules and regulations. 4
Employee participation in scheduled staff meetings, staff
training, and review of manuals and directives should enhance
mutual understanding, and stimulate open communication.
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CHAPTER VII

CENTER PERSONNEL

While the effectiveness of community correctional efforts 1s
impacted significantly by administrative and organizational arrange-
ments, the vitality that enables a correctional agency to accomplish
ijts goals and objectives 1s provided by 1its personnel. The many de-
cisions concerning personnel, including qualifications, recruitment,
selection, promotion, and personnel practices generally, are among
the most challenging of those made by correctional management. Cor-
rectional efforts cannot be better than--or separated from--the
personnel engaged in making then.

The management of human Tresources within the community correctional
center ultimately 1s the responsibility of the center administrator.
Human needs and expectations must be meshed with the behavioral and
technical demands of the organization against the backdrop of organi-
zational goals and objectives. The administrator must implement social,
psychological, and technical systems to assist him in recruiting,
directing, and controlling both center employees and its various support
groups.

General Considerations

Center personnel policies and procedures should be written, main-
tained in a single document, and available to all employees. Admini-
strative and supervisory staff in particular should be thoroughly
familiar with- them. The manual of policy and procedure should be re-
viewed annually and updated as necessary. Ma*erials developed by other
public agency personnel boards in the jurisdiction, as well as private
agencies and industry, can aid the development, assessment, and modi-
fication of center personnel practices.

Information gained from site visits and from the public admini-
stration literature generally indicates that personnel policies are

much discussed but often ignored in daily operations. In part, this
appears to be a product of narrow conceptions of the scope of such
policies. At a minimum, personnel policies should cover recruiltment;

job qualifications and descriptions; affirmative action and equal
opportunity provisions; employee-management relations; in-service
training and staff development; grievance and appeal procedures;
employee evaluation; personnel records; salaries, wages, and fringe
and other benefits; leave, hours of work; disciplinarty procedures;
promotion, and retirement, resignation, and termination. Policies
concerning these and other personnel matters, approved by the govern-
ment agency responsible for the public center or by the governing

authority of the private center, should insure equitable and consis-
tent treatment for all personnel.

The range of job-related constitutional rights guaranteed public
employecs has broadened significantly over the last fifteen years.
public sector employment is no longer considered a privilege for which
the employce must surrender some of his rights as a citizen. All
citizens enjoy certain substantive rights, such as those found in the
First and Fourth Amendments to the U.S. Constitution. Although courts
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center's success or failure, personnel qualifications should be de-
fined broadly to include Peérsonality traits and temperament, as well]
as cducation, experience, and other more traditional concerns. Policy
and procedure should require the selection, retention, and promotion
of all personnel on the basis of merit, specified qualifications, and
competitive examinations (written, oral, and/or performance-oriented).
Written job descriptions for all positions in the center, of course,
also should include conventiornal elements such as job title, respon-
Sibilities, required minimum experience and education, relationships
to other positions, and remuneration.

Personnel policies and procedures, job descriptions, and quali-
fications should be reviewed periodically and modified as necessary.
Center goals and objectives change over time, requiring reassessment
of staffing patterns and functions and adjustments to accommodate new
directions or emphases. At a number of sites visited, for example,
acsociate director positions were created after it was determined that
the director needed to be able to invest more time in the community.

At other sites, the addition of new program components (e.g., volunteer
services) required the employment of additional peérsonnel to fulfilil
new functions and perform new tasks.

The community correctional cénter should maintain sz current,
accurate, and confidential peérsonnel record for each employee. At a
minimum, this record should include the initial application, reference
letters, results of employment and educational verifications, wage
and salary information, job performance evaluations, and commendations
or disciplinary actions. Employees should have access to their own
personnel files to verify that information is current and to check for
omissions or inaccuracies. Written policy and procedure should per-
mit employeces to challenge information in the personnel record and
allow for its correction or removal if Proven inaccurate or inappro-
priate.

Personnel records should be protected from unwarranted examination.,
Agency policy should explicitly identify those Peérsons who will be
permitted access to the personnel records, as well as the conditions
for such access. Personnel files should be marked "confidential'" and
secured when not in use by authorized persons .4

The community correctional center cannot operate effectively in
the absence of specific procedures for the recognition and resolution
of legitimate employee concerns.® The cénter must have policies and
procedures for responding immediately and effectively to problems that
may develop in cmployce-management relations. These should include
specific assignment of responsibility and precise delegation of author-
ity for action, steps for resolving grievances, and an appeal procedure.
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Although strikes and other job actions by employees in the
public sector are generally prohibited by law, there have been a
variety of work stoppages and job actions by public employees, in-
cluding slow-downs and en masse sick calls. The courts have tended
to uphold legislative actions designed to prevent correctional employeecs
from engaging in activities that interfere with agency operations, but

the administrator of the center should prepare and plan for such con-
tingencies.

Depending upon the nature of the particular program and facility,
normal operations may be continued during a job action oOr strike through
the use of supervisory, paraprofessional oT Volunteer personnel. Other
contingency plans may inctude asking local law enforcement agencies for
assistance or transporting the resident population to other facilities.
Contingency plans must be available to and understood by supervisory
personnel, who should be fully prepared to implement them.

Site visits at several community correctional centers revealed
considerable diversity in manpower planning and recruiting, involve-
ment of ex-offenders, volunteers, and paraprofessionals, and qualifi-
cations for professional personnel. Such localization is appropriate,
for there are differences in local structures and criminal justice
processes. The following sections thus serve as a reference point
rather than as a series of prescriptions for personnel recruitment,
selection, and utilization.

Recruitment, Selection, and Deployment of Personnel

Manpower planning and recruitment must focus upon the goals and
cbjectives of the center, jts facilities and programs, characteristics
of clientele, legal requirements, and tha iike. Particular attention
should be given to developin workloads rather than caseloads as the
basis for manpower planning. The argument for this point is best
ijlilustrated by two different community correctional center models. In
Duluth, programs Wwe€re oriented to provide direct services to clientele.
Work-release, educational, social, and medical services were provided
by center staff. Des Moines, on the other hand, operated on a broker-
age model, linking the offender to appropriate community-based services.
These two approaches--each "right" for its community--are distinctly
different and require different staffing levels, patterns, and qualifi-
cations. It is important to call attention to the fact that neither
the direct nor the brokerage mode for delivery of services are absolutes;
both may be utilized.

Regardless of the center model followed, the community correctional
center should have an mnaffirmative action' program that complies with
all law and government regulations and has been approved by the appro-
priate.government agency. This progranm should insure that all persons
are able to compete equally for entry into and promotion within the
community correctional center. The program should seek out qgalified
minority and female personnel and encourage theilr employment 1in the
criminal justice system and its agencies.




Some Centers, including Des Moines, have attempted to reflect
the racial and sex distributions of their clientele in their staff
composition. Apart from any legal requirements for such a policy
is the administrative mandate to manage human resources in a way
that maximizes accomplishment of center goals and objectives.

Denial of equal opportunity and €qual treatment also is a disservice
to the community served by the center. To document implementation
of its affirmative action pProgram, the center should Teview progress
annually and make any necessary modifications.

As a general Principle, any individual with the required educa-
tion, €xperience, and characteristics should be eligible for employ-
ment in the center organization at the level at which he or she is
qualified. Personnel policies should provide for promotion from with-
in and lateral entry across as well as within jurisdictions in order

qualifications for employment eligibility in public and private organi-
Zations now must be related directly to job requirements. In the
landmark case of Griggs vs. Duke Power Company, the U.S. Supreme Court
held that the lack of - intent to discriminate was not an allowable
defense for challenged selection Procedures.Y This case was decided
"upon the Court's interpretation of Title VII"of the 1964 Civil Rights
Act and decisions based upon the Equal.Employment'Opportqnity Act of
1972 have further strengthened the provisions‘of the 1964 "Act. 1l

. ey -

Citizen Involvement

Citizen involvement in ‘center operations is éssential, but the
nature of the involvement should be defined and delimited through a
brocess that includes some type of citizen committee, This committee,

pProcedure for citizen involvement and volunteer service pPrograms.
Policies and Procedures must address lines of authority, responsibi-
lity, and accountability for Programmatic activities,lZ 35 well as
selection, orientation and training, terms of service, and identifi-
cation and definition of tasks.l3 The organizational structure and
the goals and objectives of the Citizen involvement Program should be
understood by citizens so that their voluntary involvement is not
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diminished by misunderstandings. (For example, policy should cxpli-
citly preclude citizens from loaning money to clicnts, violating

confidences, transporting contraband, etc.). An initial oricntation
and training program and continuous supervision and guidance from
designated stafl <hould be provided. Citizens must agree to abide

by center rules and regulations. Most importantly, the citizen

group should represoent a cultural, social, and economic cross-scction
of the community scrvved. The cxtent to which this objective is
dchicved is one measure of the extent to which the center 1s community
bascd."

The importance of citizen involvement is such that the center
administrator should assign a senior staff member to overscc this func
rian. This stat’l member should provide citizens with supervision and
direction, support, and resources, acting as both a facilitatovr and
4 communicator. The Dodge, Filmore, Olmsted community corrcectional
systom, headgquartered in Rochester has some 600 voluntcers involved in
its community-hascd systen. These citizens are coordinated by a pro-
feseional statt member. Des Moines also has a full-time staff mcomber
to coordinate volunteers in such diverse activities as education, rc-
crention, problem-solving, and counseling. Any center administrator
must halance the benefits of citizen involvement with potential risks.
Written policy and procedure should authorize the administrator to
limit, postponc or Jiscontinue the services of citizen voluntcers and/or

their organications when substantial reasons for doing SO can he demon-
strated.

Ex-Ollenders and Rqrgpfofessionals

: - . ‘14

Ix-offenders are an important manpower pool. indeed, many have
academic preparation and appropriate experience, and warrant consideration
for professionnl cmployment. A program of selection, orientation, in-

corvice training, supervision, and advancement of ex-offenders may be

an important center.resource, while at the same time serving as & model
for cmployment of such individuals by business and industry. The use

of ox-offemders should facilitate the delivery of some program services,
conscrve resanrces hy allowing professional personnel to accomplish
rasks (or which they arve uniquely qualified, and enhance communication
among center stalf, residents, and the community. Ex-offenders and
netrect peaple' employed by +he Des Moines supervised release program
were among the most succ%ssful center cmployees in dealing with the

most Jdilticult Ulionts.l

The term “paraprofessional™ is without precise definition;
therelore, it 1s important that the community correctional center
cetahiish standards for the employment and use of such persons. It
must be noted that the term "paraprofessional” refers to cx-offenders
as well as non-offenders. The following four types of tasks have heen
identilicd as appropriate for paraprofessionals: (1) direct service to
clients; (21 data gathering; (3) escort; and, {(4) agency and personncl
development .10 After the tasks to be accomplished by such employces
have heen specificd, qualifications for paraprofessional pos:tions shonld
he set down in writing. several centers have made effective use of
parvaprafcssionals in pre-trial releasc programs; ex-offender para-
professionals have heen used successfully in Vancouver and Des Moincs.
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Training for péraprofessiona]s not only contributes to e om

plishment of center goals and objectives; it also Provides opportunit io.
for upward mobility and the development of carcer pattorne ! REAUSERI
cénters have made good use of Comprehensive Employment Trainioge Vg
(CETA) employees to both supplement their staff and to introduce novic oo
to career opportunities, Colleges and universities may find ways 1
place students in internships or to provide them with academi. credt

for paraprofessional work experience.

Professional and Supervisory Personnel

As a general rule, the qualifications for professional and Supoer
Visory personnel should duplicate those established by recogni=ed
professional groups. Waivers should be explicitiv identilicd, Pestric |
by personnel policy, and granted against guidelines that censaode: Cconge
goals and objectives. Factors other than education, training, and ¢
perience should be considered (e.g., personality and temperament ), hat
such traits are no substitute for professional skills. The expericnpcoes
associated with advanced education have been identifjed NS SignUicant
in developing astute decision-makers.

Within the commuriity correctional center and its adwintstratiye
units may be found a variety of special skil] requirements ranging  rom
fiscal management through social work. Managers of these speciati-ed
units, as well as their subordinates, should have professional status
by virtue of specific preparation in their fields. Educationag,
Op€rational, and administrative qualifications should be specilicd in
writing and constructed to facilitate accomplishment of centoer objectives,
A major bonus of qualified staff is the credibility of the center with
the general public and with both Justice and non-justice agencieos,

The educational, operational, and administrative quatilications
of the center administrator also should be specified O R U N TN
appointing authority. Among other requirements should be o e e e
degree in one of the social or behavioral sciences, [ive yaears o ofb opelar, )
administrative eéxperience, and demonstrated administrative abi ity
leadership. The administrator must have sufflicient cducation and oy
perience to deal with a variety of complex tasks that POYUITe an e
standing of individuals and social behavior, community organization,
basic management Principles, fiscal processes, funding sources and
bprocesses, social service resources in the community, and feeisiation

and case law. He also should possess writing, speaking, and decision
making skills and be politically astute and exXperienced . T R YT
requirements is enhanced by education and experience. Ihe Appointing
authority should establish high qualifications, dissominag . 1 . . veba

and recruit and hire against the standards.

In-Service Personne] rograms

In-service personnel programs should be condirg o throueh o W
ment-by-objectives framework and include performancoe APPEAISaly oy omot oy
and tenure, Compensation, and training features. [0 of these contrj
butes to employee motivation which, in turn, is a kev to the achicvement
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of organizational and personal goals. Management—by-objectivcs
requires managers and subordinates to set short-term objectives,
monitor progress toward their achievement, undertake evaluations,

and make adjustments as necessary. 9 The participative nature of

the process, the use of specific objectives, the provision of con-
trol through monitoring and feedback, and its general systemic

nature make management-by-objectives an appealing strategy. At

the same time, the employee is given an opportunity to influence

his work environment, €XpTeE€ss his individuality, and 1is encouragecd

to use the work setting to address his self-concept, needs, and goals.

Tenure, Performance Appraisal, and Compensation

Because community correctional centers often are fully or partl-
ally funded through grants, opportunities for tenure or job security
may not be possible. To the extent that it 1is reasonable to do so,
however, all employees of the center should be appointed initially
for a probationary period. Upon completion of the probationary term,

a center employee should have permanent status. Tenure should be de-
pendent upon the successful performance of duties during the probation-
ary term. Performance during that period should be evaluated period-
cally and discussed with the employee and any person not performing
satisfactorily should be terminated during the probationary term.

Tenure is necessary in order to attract the most qualified indivi-
duals and to minimize the possibility of pelitical or other partisan
pressures. Dismissal of the public center employee should occur only 1n
cases of malfeasance orT unsatisfactory performance of professional
duties and following a formal open hearing on specified charges. Dis-
missal of a private center employee should be in compliance with expli-
cit procedures identified in the by-laws of the governing authority.

The improvement of both individual and organizational performance

may be enhanced by an annual appraisal of each center employee. The
center may supplement the supervisor's performance reviews with an
employee's self-assessment and/or peer evaluation. The review and

evaluation process should be objective, discussed with the employec,
based on specific job criteria and performance standards, and a matter
of record. Evaluation should serve as a motivator, as well as a founda-
tion for merit pay 1increases and promotion.20 It is particularly /7
important that the center administrator not allow the crisis orientation
of the center to become an €excuse for ignoring systematic appraisal of
individual and organizational performance.

Salaries and benefits for all center personnel should be competi-
tive with those of other criminal justice agenciles in the jurisdiction
and with comparable occupational groups in the private sector. Competil-
tive salaries and benefits represent a commitment to community corrcc-
tions and arc necessary lor the recruitment and retention of high-quality
staff. The salary range should provide for regular increases based
upon merit and per formance evaluation, with adjustments annually to
reflect changes in the cost of living. Although salary continues to be
the primary measure of remuneration, benefits (vacation, sick leave,
disability, retirement with pension, etc.) should also be competitive.
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that genuine career ladders are difficult to develop. Such organi -
zations tend to be small and opportunities for upward mobility
limited. Exceptionally able personnel often have recsponded to this
problem by moving to another Jurisdiction to acquire additional
responsibilities, experience, and compensation. Small centers, un-
fortunately, are often tempted to fill a departed supervisor's job
with a junior staff member on the assumption that the less seasoned
employee on-site is more likely to be able to assume the supervisor's
post than is an outsider. This is not necessarily so: internal
promotions should coincide with the employee's readiness to take on
more responsibility. Some cénters have addressed this Problem by
gradually redefining and €xpanding the junior employee's job as he
grows within the organization.

Staff Development

Site visits revealed that training efforts in smaller community
correctional centers tended to be informal, on-the-job, one-to-one
activities. A calculated effort should be made to provide a more
comprehensive staff development program for center Pe€rsonnel. Despite
the pressures of daily operations, a center training program should
consist of relevant education and In-service experiences that enhance
accomplishment of the center's mission.?21 The staff development pro-
gram should be coordinated and supervised by a qualified employee at
the supervisory level. In small centers this work will be assumed by
the director. ' But in larger organizations there should also be a staff
development advisory committee composed of representatives of major
administrative units. This committee should meet on a regular basis
to plan the staff development program, review Progress, resolve problems
and generate a plan for evaluation of all programmatic activities.

The overall Program should be developed in collaboration with Criminal
justice and non-justice agencies at all levels of government and with
Colleges, universities, and communi ty organizations. Community or
junior Colleges are a Particularly useful asset to such training pro-

Ideally, the community correctional cénter budget should include
funds for a stafr development program. Budget items should provide
for reimbursement of €xpenses incurred by staff, additional time spent
in programs, replacement of personnel, library and reference services,
space and equipment requirements, and professional trainers. The staflrl
development program should receive high administrative Priority and
adequate fiscal resources.

An ad hoc budget process for education and training activities
geénerally is inadequate; the program should be formally planned and
budgeted whenever pPossible. The use of public and private agency
résources (industry, educational institutions, and community) should
be considered.




If any single training program can be described as mandatory,
it is the initial staff orientation to programs and facilities.
New center personnel, regardless of status or title, should receive
an orientation to center policies and procedures. This orientation
should include, at a minimum, a history of the center, an explana-
tion of its relationship to the parent organization and the criminal
justice system, as well as familiarization with center goals and
objectives, job responsibilities, personnel policies, and rules and
regulations. Supervision of residents also should receive special
attention in the orientation. The orientation should take place during
the first week of employment and be provided by center supervisory
personnel. This task was accomplished in Des Moines by a system of
employee job rotation through all program components. In this way the
new employee not only met the other staff members; he observed the
programs in action. The Orange County (Florida) replication project
planned a similar program to rotate managers through various progranms
for their professional and personal enrichment.

If resources are adequate, all center employees should be involved
in subsequent in-service training. This program also should have high
administrative priority, be adequately staffed and financed, and be
developed and implemented to serve center goals and objectives. The
training program should enable all employees to acquire new skills and
refine old ones, familiarize themselves with developments in the field,
and reinforce their knowledge and understanding of their job. Re-
sources from within and outside the center should be used in the train-
ing program. S

Beyond participation in in-service training programs, policy and
procedure should encourage personnel to continue their education in

other ways. Administrative leave and reimbursement for expenses should
be provided to employees attending professional meetings, seminars, il
similar work-related activities. The center should assist its employce:s

to continue their education by such practices as allowing some work

time to be used for class attendance, staggering work hours, defrayine
some of the costs of the education or training and helping employees

to secure financial assistance through programs such as the Law Enforue -
ment Education Program. Every effort should be made to coordinate
education with current and projected staff responsibilities.

Staff of the community correctional center also should be enccv
raged to maintain membership and participate in professional associ:
tions and activities on local, regional, and national levels in ord -
to contribute to the collective improvement and upgrading of crimin:
justice in general and corrections in particular. Such participat:
facilitates keeping up with and contributing to developments in th
field. The center should provide for administrative leave and re'!
bursement for cmployees attending selected professional meetings,
seminars, and similar work-related activities as a means of encou:
ging such participation.

The range of special training requirements may vary, but th:
often include such diverse subjects as supervision practices, sc
procedures, fire and emergency procedures, first aid, resident v
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and regulations, rights and responsibilities of residents, communi-
cation skills, report writing, human relations, and social service
networks.2l This specialized training should be continuous. Admini-
strative and managerial staff also should receive specialized education
and training to enable them to respond effectively to center problems
and to achieve center goals and objectives.22 The participation of
senior staff in such activities also serves to accentuate the impor-
tance of ongoing education and training. Improved decision-making
should be a focus of this Speclalized training, which should include
such subjects as administrative and management theory and practice,
decision-making processes, labor law, employee-management relations,
and interactions of criminal justice System agencies.

Personnel of the community correctional center who work with resi-
dents who have special needs should receive continuous training related
to these specific needs. Resident and non-resident populations of the
center most likely will include some individuals whose needs will be

emotional handicaps. Pre-service and in-service education and training
should enable staff to diagnose and treat such residents either directly

Finally, all persornnel of the center should be trained in self-
defense techniques and appropriate methods of Physical force to control

rules and procedures that are known by all staff personnel. However,
1f center personnel find it necessary to use force in self-d. fense or
to preserve life .and property, the techniques utilized must be cffective.
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CHAPTER VIII

PROGRAMS

An examination of the history of American corrections reveals
a remarkable variety of programming, ranging from penitence and

isolation to the community-based emphasis of today. An historical
review also shows that while each successive "innovation'" has been
discarded, some residue is always left behind. The past clearly

influences the present.

Few would argue that correctional efforts have been completely
successful--a state of affairs that may be in part a product of our
ignorance and/or refusal to consider available data. Ameng the
lessons that should have been learned over the years is the fact
that community-based corrections, with comprehensive programming
and service delivery, appears effective for large numbers of offen-
ders. Comprehensiveness is indeed the key: a wide variety of
employment, educational, training, health, recreational, leisure-
time, financial assistance, and counseling programs is required to
meet the diverse needs of offenders in the community. There also is
a need for flexible, individualized programming, for review and
modification of programs to insure relevance, and for monitoring
of case progress and case managment. Community corrections involves
the pragmatic application of a philosophy which argues that the
ultimate test of correctional effectivenes: ijs the offender's be-
havior in the community. :

It has already been suggested that a community correctional
center should have two or more programs in one or more residential
facilities. Offenders wust be supervised in the community as well
as in the residential facility. Services may be delivered directly
by center staff or through contractual arrangements, but coordina-
tion of these two types of service 1is essential. Whatever orgari-
zational linkages are created between the center and agencies of
the criminal justice system should be clearly defined and articu-
lated. Services must meet jdentified needs and evaluation of per-
formance is essential. Site visits and a review of the literature
indicated that centers defined as "successful" have constructed
their programmatic activities upon such principles.

This chapter 1is concerned with center programs .generally, but
it must be understood that programming in a community correctional
center is only one part of a comprehensive community correctional
system.1 The programs offered by any community correctional center
will vary with the philosophy of the center, but there must be a
relationship between philosophy and program. A continuum may be
constructed, one end of which represents the strategy suggested by
rehabilitation, in which the offender is encouraged in a variety
of ways to adopt a lifestyle centered on lawful conduct. The other
end of this continuum is the strategy suggested by the concept of
reintegration, the essential component of which is supervised
community living. Moving from philosophy to more pragmatic concerns,
there is a service delivery continuum. At one end of this continuum
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is the decision to Provide most services directly to clientele
through the center staff. At the other end is the orientation
toward utilizing contractual delivery and negotiating for the
provision of services from other community resources.

must determine where on each continuum thejr Programs will be
located, with full recognition of the unique circumstances Pertinent
to the particular center, Although the importance of such ""locali-
zation" should not be underestimated, the non-direct (contracting
and brokerage) end of each continuum is emphasized here. This

focus implies a preference for maximum use of existing community
resources, individualized reintegration Planning, and both employ-
ment and family counseling in a community context.

Gencral Program Management

Among the most important written policies of the community
correctional center is a comprehensive statement describing its
current treatment philosophy, facilities, Sservices, programs, and
resources. This statement should reflect the needs assessment con-
“ucted in the community in the planning stage. This Statement
should be disseminated widely--to staff and residents, referral
sources, other criminal justice and non-justice agencies, funding
sources, and the general public. It should reflect realistic and
carefully articulated goals and objectives. To avoid problems later
on, such a statement should Eromote accurate expectations and create
a baseline set of standards. ‘

As noted in Ci.apter V, correctional agencies, center adminis-
trative staff and community leaders must select a predominant service
delivery mode. Selection of a direct Or non-direct approach for the
provision of services will determine whether the community correction-
al center, through its programs and facilities, will provide directly
or make referrals for such services as supervision in the community;
Shelter; food; emergency financiail assistance; individual and group
counseling; transportation; medical and mental health; and vocational,
employment, and educational counseling and placement. The wide range
of services that may be required by center clients may best be pro-
vided by some combination of direct center delivery and referral to
Other community resources. Successful centers determine and define
the services required by their clientele and then decide how these
Services can be delivered most efficiently and effectively.3 The
dppropriate balance between services provided by the center and those
for which referrals are made is, of course, a function of available
resources of all types, including peérsonnel, funds, time, and space.
The budget of the center however, should include funds for the pur-
chase of needed commurity services that cannot be secured by voluntary
means. :

Regardless of the Service delivery model selected, all programs
should be designed to meet identified needs. Each activity should
reccive professional staff Supervision to insure that resources are
used efficiently and effectively and that their use is directed toward




meeting center goals and objectives. gseveral centers visited used
personal mcontracts' between the of fender and the center to focus

resources and target the energies of the client. Completion rates
for these "contracts' then were used to measure program Success and
management quality. Concern for the quality of management, the assess-

ment of needs, the formulation of objectives, and the willingness to
be held accountable are responsive to intensifying citizen demands for
good government. The managers of successful centers understand the
importance of growing public resistance to increased taXes and the
need to compete effectively for scarce TesSources.

Assessment strategies for evaluating center performance aré re-
viewed in Chepter XI. At this point it is sufficient to note that
the government agency responsible for the public center and the govern-
iag authority of the private center should require ongoing assessment
of facilities and programs to determine their contribution to the
accomplishment of center goals and objectives. Assessment should focus
on the investment of center resources as they affect the client, the
justice system, and the community. One product of periodic assessment
should be the re-examination and possible rearrangement of priorities.
Successful community correctional centers visited actively sponsored
periodic program assessments involving advisory board members as well
2s staff and clientele. In the Dodge-Filmore-Olmsted community correc-
tions system, assessment by the advisory board and 1its subcommittees
was supplemented by a consumer-oriented study of probation programs.
And in Vancouver, Washington, a comprehensive assessment was conducted
by the Health and Welfare Planning Council.

Managing Program Participatici

Managing program participation involves the development and
implementation of policy in the areas of intake, orientation, classi-
fication, and programming.

Intake

Site visit data and a literature review indicated that the dis-
cretion exercised by center personnel in accepting or rejecting candi-
dates for the center was neither clear-cut nor consistent across juris-

dictions. At one extreme, discretion on the part of the center personnel
1n detgrmining admissions was absolute; at the other, the committing
authority unilaterally referred clients to the center. In most centers,

however, a middle ground was the rnorm; the committing agency referred
clients to the center and the center exercised some discretion 1in
accepting or rejecting referred clients. The degree of discretion
allowed a center was influenced by a number of variables, including

the legal status of the offender, offense and »ffender chara¢teristics,
and the public or private nature of the center. Overall, the managers
of successful centers were sensitive to and aware of other decision-
makers' problems with regard to program participation. These managers
understood the need for flexibile responses and for maintaining rapport
with representatives of ‘the justice system.
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Flexibility, it must be emphasized, does not mean compromising
¢ssential principles. The community correctional center visited
had developed written policies and procedures governing intake, with
emphasis on eligibility and suitability for participation in their
programs and facilities. Among such policy statements was the

by management in most community-based programs because it is believed
that the client must take personal responsibility for his 1ife and
for altering his behavior. This principle is considered so basic
that several centers have instituted a policy to return to the county
jail any resident who fails to maintain a satisfactory level of per-
formance in the community. This policy tends to motivate client
commitment to programs, thus enhancing the potential for success, and
also serves as a reminder to all that the community correctional cen-
ter is an alternative to, not a substitute for, the local jail.

[ntake policies and procedures should cover the Criteria for ad-
mission to the community correctional center, *he information to be
obtained on potential clients prior to acceptance, and the procedures
to be followed in accepting or rejecting referrals, A statement of
intake policies should be distributed to referring agencies, funding
sources, and the general public. The wide dissemination of informa-
tion on cligibility will avoid confusion and misunderstanding, assist
other asgencies in making appropriate referrals, and enable referrail
sources to inform potential clients about the nature of center faci-
lities and programs.

Admissions criteria vary from one center to another. Many resi-
dential programs are reluctant to accept clients with problems such
as alcoholism or other addictions; others preclude certain offense
ciategories, such as arsonists or sex offenders; almost all deny ad-
mission to mentally disordered and aggressive or violent offenders.,
Some centers have devised lengthy screening procedures, such as the
two-week evaluation required in Des Moines Other centers, such as
PORT, have an claborate evaluation period during which the candidate
for adm’'ssion recsides in the facility. The PORT screening committee
includes a psyvchiatrist, a probation officer, a community resident,
the exccutive director, a counselor, and a client. This group deter-
mines whether the programs are "right" for the candidate and whether
the candidate is acceptable to the program. In Vancouver, a similar
committec, consisting of management, staff, and clients, reviews
applications for the residential program.

Criteria for admission to the various centers generally are
negotiated with local authorities and based upon center philosophy,
program structures, and facilities. While there 1s a need for
diversity to reflect local Justice processes and the nature of the
community, such localization appears to be difficult to achieve,
Perhaps the best illustration comes from a ~eview of release on
recognizance (ROR) programs in the United States. These programs,
generally descendants of the Vera Foundation efforts in New York City,
are compenents of most community correctional centers. Many report
that they have their own criteria for ROR and release, but a review
ot their criteria suggest that many jurisdictions simply borrow from
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one another with occasional modifications. This is unfortunate,
~ince vach jurisdiction should tailor its program admission cri- ,
terin to particular client needs and to resources available locally.

hecistons regarding acceptance or rejection should be communi-
cated to the referring agency expeditiously so that, in the event
of an unfavorable decision, the referring agency can seek other
resources on behalf of its client. If the decision is negative,
the reasons for rejection also should be communicated to both the
reterring agency and the individual denied placement. Reasons
for rejection should be in full accord with published center intake
policies. The explanation will assist the referring agency in 1its

future referrals and serve to keep communications open between
agencies. '

Hripprntinn

A~ soon as possible following admission, a professional member
of center stall should orient the client to center facilities, pro-
grams, and service uand explain the rules, regulations, and discipli-
nary procedures governing client conduct. Any court-ordered or
lepal conditions also should be explained to the client, who should
he given copices of all legal documents. A record of the interview
should be dared and signed by both staff member and resident.
Reception and orientation should be conducted in the language of the

new Client and adequate facilities should be provided for the recep-
tion and orientation process.

Orientation is a logical precursor to classification and pro-
praming . in scveral centers the orientation process includes a
general oducational, vocational, attitudinal, and behavioral evalua-
tion. At the bes Moines Center, each new client also is asked to
write o shart autobicgraphy, sketch out his own program, and indi-
cate why he believes such a program would benefit him. Based upon
this orientation procedure, clients are assigned to programmatic
detivities that matceh their needs with center resources.

Qiusiingg(innﬂiqgﬂjndlyidual Programming

To assist in the evaluation and programming of offenders, the
community correctional center should have a plan for the classifi-
Cotion ol clients.? The classification plan should specify the
objectives of the classification system, detail methods for achiev-
ing these objectives, and provide for a monitoring and evaluating
mechanism to determine whether objectives are being met. The design
of an individual trcatment program begins with an orientation, intake,
and classification process that provides data about the client and
includes him as a primary participant. Classification should iden-
tify and match client need with resources available either through
direct delivery or through referral to community agencies.

Classification is the foundation upon which the treatment pro-
gram is tailored to mecct client needs. The process through which
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classification is accomplished should be detailed in g classiticy-
tion manual available to all staff. Intake and classification data
also should serve as a basis for review and possible moditfication
of center programs and facilities to better meet identilicd necds.

Smaller community correciional centers, of course, are unlikely
to be able to meet all client needs, especially by dircct service.
Such centers will have to exclude some cases, arrange for volunteers,
and/or negotiate contracts to secure services from the community.
Although the overalil Criteria for eligibility are properly a matter
for local debate, the center should not accept, orient, and classify
dny client whose needs it is not prepared to mect in some program-
matic way. This position is consistent with the notion that the
ot fender has a right to "treatment" from correctional authorities.

Admission of clients with special needs, such as drug addiction,
alcoholism, mental retardation, physical handicap, or cwmot ional dis-
turbance, also must be a local decision, However, if these indivi-
duals are eligible for admission, then the classification nrocess
must be able to identify them and resources must be invested into
meeting their particular problems. Centers adopting this position
on "special needs" offenders should designate an individua] to direct
and sccure special services for them.

Program staff should develop an individualized program for cach
client that includes measurable criteria of expected accomplishments
and a time schedule for their achievement. The program should be
developed with maximum client participation and program design should
begin soon after a Client's admission. The tndividualized program
should emphasize assisting the client to become responsible and inde-
pendent, with reintegration into the community as the ultimate
objective. Center staff should encourage tamily and community involve-
ment as major components of the individualized program design.

Most of the centers visited encouraged the setting of short-
range behavioral objectives to be met by the clicnt und i systemiatic
written plan of action for meeting them. Objecrtives must be realis-
tic so that clients can learn to adjust their behavior to the normal
demands of society. They also must be generally supported by the
client, capable of achievement, and client-specific. Individualized
plans that include both legal requirements (fines, restitution) and
reintegrative components (work, budget plan) built into c¢lient pro-
srams are best. Program plans often are translated into docontract
which is used as a basis to measure all client actions. This plncgs
major emphasis on performance and bechavior rather than attitudes.Y

Adjustments in individual programs will be required over time.
Center staff, cither individually or through some co!lective process,

should review client per formance periodically. Modilications In pro-
svam or tacility should be based on 4 Systematic review of provress
measured against individualized program designs. Just as it is im-

portant tor the client to be involved in initial program dcvolopmcnt,
1t is also important for him to be involved in adjustments to his
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program. Changes should be noted in writing, dated, and made part of
the case record. In a general sense this approach to program plan-
nming is analogous to management-by-objectives procedures in which
managers and subordinates jointly set short-term objectives, monitor 4
progress toward their achievement, and make adjustments as necessary. 0
The framework of management-by-objectives is particularly useful to

the community correctional center because it helps the administrator

persuade civic leaders that the center is well managed, accountable,
and worthy of their support.

A major task of the center administrator is to insure that com-
munity resources are developed and utilized to support center opera-
tions, facilities, and programs and to provide services to center
clients through referral or contractual agreement. The center should
be a catalyst, mobilizer, organizer, broker, and developer of
communitiy resources in the interests of clients. These interrelated
roles require an investment of resources. The center should maintain
a cooperative working relationship with other public and private
service agencies and a current inventory of resources available for
use by center clients. Periodic assessment of those resources and
appropriate assistance to those not operating efficiently will benefit

the center and contribute to the achievement of its service delivery
goals.

Program Components

Major programmatic activities of the community correctional cen-
ter include: supervision, counseling, employment placement, education,
job training, jeisure time activities, health care, and financial ser-
vices. Since supervision 1is fundamental to all other program components,
it is given primary emphasis here.

Supervision

The supervision of offenders in the community on probation or
parole is not markedly different from their supervision in a community
correctional center. In both settings, supervision must be given high

priority. The supervision program must provide for appropriate work-

loads, a 24-hour service and a full-time professional supervisor, a
supervision plan, case conferences, and client contact.

Supervision may be provided through a variety of organizational
arrangements. For example, a private center may provide community
supervision and residential services under contract to a court or a
probation/parole agency. A publicly funded center may be part of a
larger correctional system that traditionally provides supervision to
of fenders, or it may be a separate and distinct organization charged
with residential and supervisory responsibilities. Although the
appropriate organizational model will vary with local circumstances,
in general it will be wise to avoid the separation of residential
from community services and supervision, the division of responsibili-
ties for an offender among agencies, and the active supervision of an
offender by more than one agency.
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Or other agencies should be assigned top priority by the center
administrator. Competing demands on scarce resources should not deter
the administrator from allocating the resources required to insure
adequate supervision. Supervision both within and outside center
facilities g€neér..ly is arranged in degrees of intensity. Clients

new to the center may be given less freedom and more extensive super-
vision. As their behavior is observed and to the degree that they
€arn it, clients are granted increasing amounts of freedom and iess
supervision. Toward the end of their supervision period the client

Several of the residential center programs visited consisted of
stages through which a resident Must pass before release to the
communitv. Each stage involved increasing levels of freedom and
privilege and greater accountability and responsibility. At each
stage, if a resident experienced difficulty, he was helped to address
the problem. Inability to handle increased freedom and responsibility

The PORT program developed an interesting approach to this
sequencing. A point System, based upon measured performance in tan-
gible arcas (e.g., weekly school and work reports, building clean-up,
budget management, social activities) is used to determine the appro-
priate level of freedom and responsibility. The newcomer starts out
at the bott-~m rung of the classification System, which consists of
categories trom 1 (minimum freedom) to 5 (freedom commensurate with
that of an individual of the same age in the Community). Progression
up the ladder is accomplished through a combination of earning points
and group decision-making. By demonstrating acceptable performance
to the group and earning sufficient points, the resident gradually
weans himself from PORT, gaining the freedoms and responsibilities
normally accorded a person of his age.l2 Qther centers had similar,
although less formalized, programs.

Although some supervision occurs within center facilities, a
significant proportion should be provided in the community. The
ultimate test of supervision is in the community because it is within
that environment that progress in the individualized treatment plan
is best assessed. A phased program similar to that used by PORT is
possible for clients who spend their entire time in the community.

All supervision, in the community and in the center, should be
bascd upon a written workioad/caseload formula for the allocation of
cflfort and resources. Among the many factors to be considered in
developing such a formula are: legal requirements; administrative
tasks; geographic areas; types, and numbers and needs of offenders
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supervised; the communities in which supervision OCCUTS; qualifica-
tions and experience of staff; and resources available. Differen-

tial supervision, Tranging from intensive to minimal, should be
available to meet individual needs.

Supervision within and outside center facilities, whether by
center staff or staff of other agencies, should be available 24
hours a day. This may require split shifts, duty officers, all-night
and weekend telephone numbers, OT other special arrangements and pro-
cedures. Staff of the agency providing supervision should report to
a full-time supervisor in order to enhance the effectiveness and
efficiency of field supervision operations.

Regular case conferences between staff members providing ciient
supervision and their supervisors should be held to discuss indivi-
dual supervision plans as well as administrative and case management
issues. Regular case conferences also permit assessment of compliance
with agency policy and procedure, accomplishment of goals and objec-
tives, and individual job per formance.

Client classification for supervision should be requested by
written policy similar to that governing their classification for
program placement. Criteria should be developed to insure that
heither surveillance nor service is provided beyond the level needed
to reduce the probability of criminal behavior. Classification for
supervision should protect individual dignity, promote fairness,
provide for maximum client involvement, and allow for modification
and amendment (reclassification) as warranted.

The community supervision plan should provide for staff contact
with the client and with other persons and agencies familiar with
the client and his progress. The number, type and location of such
contacts should be specified. Staff of the supervised release and
probation programs in Des Moines monitor any mandatory client atten-
dance at evening educational, cultural, or informational activities.
Additional staff time is devoted to follow-up on clients referred to
community resources or placed in a job. Counselors at the Des Moines
facility have similar responsibilities for clients in educational or
work release programs.

Where the client is being supervised by another criminal justice
agency, staff of that agency and center staff should develop a
mutually satisfactory supervision plan with functions and roles
spellied out 1in writing. This _should help to avoid duplication of
effort and conflicting expectations of client behavior. Collabora-
tion between agencies should enhance community protection, streamline
service delivery, and minimize inter-agency conflicts and misunder-
standings. :

Counseling

Perhaps the most common component of correctional programs 1is
individual and/or group counseling. Counseling programs, both within
and outside center facilities, should be tailored to identified client
needs and be under the supervision of a qualified staff member.
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Counseling should be undertaken as a part of an individualized pro-
gram design. Program content should be defined broadly enough to
include general Pérsonal appearance as well as attitude and be-

Regardless of content, counseling should be provided or super-
vised by an experienced and qualified counselor. Written policy
should state acceptable workloads for counselors. 1In regularly
scheduled case conferences, counselors and their supervisors should
review counseling plans for individual clients, as well as administra-
tive and case management issues.

Counseling can take many forms and the relationship between
Clients and counseling staff varies. In ROR or supervised release
components of the community correctional center, counseling is

The diversity of counseling requirements may be illustrated by
the Des Moines experience. Des Moines counselors who work with
supervised release clients utilize a one-to-one, reality-oriented,
directive style. The objective of counseling is to help clients
achieve a '"'track record" of stability and accomplishment that will
qualify them for probation if they are convicted. The counselor
usually sees 20-25 clients once a week. The nature and extent of
counseling for probationers varies with the offense and personal
needs.. Intensive individual and '"triagd" counseling is available
to residents of Des Moines. Individual counseling, focused on the
client's progress in treatment, is conducted once or twice a week.
Triad Counseling, involving the residents who share a sleeping room,
is conducted once a week. Triad counseling stresses collective
responsibility and peer pPressure since the negative behavior of one
member may result in the loss of privileges for all three.1l3

Employment and Training

Center resources should be invested in finding suitable employ-
ment for clients and verifying that those employed are in compliance
with legal and regulatory requirements (e.g., work permits, social
security status, age, health and safety pProvisions}). Employment is
considered critical to success in almost every community-based cor-
rectional program. The investment of center resources in the
employment arena should include liaison with public and private
employment agencies, business and industry, 1labor unions, and com-
munity action and self-help groups. A wide range of employment-
related services may be provided by center personnel, including
assistance to clients in preparing resumes, filling out employment
forms, and developing job leads. Center policy and procedure should
insure that clients are performing adequately, working under accep-
table conditions, and fairly compensated for their labor.
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Job development units, located in both the Fort Des Moines faci-
1ity and in the supervised release probation offices, probe the client’s
work background and goals, jdentify vocational constraints, and search
employment service job banks on behalf of clients. Although Des Moines
residents are transported to and from work, they otherwise are expected
to take on the normal responsibilities of any employed worker. Job
development staff periodically make phone and on-site checks to deter-
mine how clients are doing. Clients with little work experience OT
poor self-discipline generally are placed in lower paying, high turn-
over jobs, a strategy which provides a good learning experi%nce for
clients and protects the project in case of client failure. 4

Many clients of the community correctional center are deficient
in educational and vocational skills. This often means they are unable
to obtain or maintain employment and as a result may not succeed 1in
community correctional programs. Educational and vocational disabili-
ties thus should receive special attention. Center personnel should
find many opportunities for adults to continue their education and to
receive vocational training. Liaison with local four-year and communi -
ty colleges, vocational training programs, and high schools should
facilitate the development of educational programs for center clients.
Federal funds under a variety of program titles are available to assist
adults in upgrading educational and vocational skills. Correctional
clients should have the same opportunity to use educational and train-
ing resources as residents of the community at large. Careful atten-
tion also should be given to the educational and vocational needs of

clients with physical, mental, or emotional handicaps or learning
disabilities. '

The PORT program in Rochester provides a particularly interesting
example of a good relationship between a community correctional center
and an educational institution. Resident counselors, typically college
students, live in the PORT project building and room with the offenders.
These counselors are considered vital to that program for, in effect,
they replace the guard/counselor staff of the institution. In return
for room and board, the students serve three primary functions: (1)
they cover the building during off-duty hours; (2) they help to develop
and maintain a "healthy' culture in the program; and (3) along with
residents, they maintain the building.

Medical

By direct service or referral, correctional ceater authorities
should insure that clients receive the medical and dental care they
need to maintain basic health. The center should designate one indi-
vidual to oversee the broad program area of health care services.

This program should provide for preliminary health evaluation of each
new client immediately upon arrival and prior to entry into center
programs and facilities. A comprehensive health evaluation, including
medical history, physical examination, and diagnostic tests, should be
made as soon as practical after admission to the center. This 1is
particularly essential for clients who will reside in center facili-
ties. Center personnel also should make arrangements with local




pharmacies for residents to secure prescription drugs and over-the-
counter medications.

Control of client medication has posed continuous problems for
residential facilities. Center staff generally insured control by a
variety of procedures, including providing those residents who require
medication the appropriate quantity at appointed hcurs in accordance
with medical instructions, observing the ingestion of the medication,

Policy and procedure should require medical examinations of any
cénter employee or client Suspected of having a communicable disease,
Inmates of correctional institutions generally are not eligible for

in a private residential facility, he may qualify for subsidized
medical aid. Many public administrators have exploited such bureau-
cratic anomalies in ways that save 1local taxpayers millions of dollars
each year.

Finances and Use of Leisure Time

community resources and provide residents with money management
counseling. The budget of the community correctional center should
include funds designated for assisting clients who need financial aid
at the beginning of their community program. These funds may be in
the form of loans to be repaid after the client obtains employment.
Center personnel should identify and maintain contacts with community
resources, both public and Private, that may be able to assist resi-
dents financially. For €xample, some clients may be eligible for
unemployment benefits, welfare, or other types of public assistance.

Some centers have made arrangements with local banks and require
center residents to place a certain amount of their earnings in savings
as a part of their "contract." At other locations, the center main-
tains a savings plan directly. In some work release programs, the
center deducts any legal charges, such as residential costs or resti-
tution, from the client's pay check, then issues some funds to the
tlient and deposits the remainder in the bank in trust for the client.

activities. Policy and procedure should €ncourage community involve-
ment in center programs and client involvement in community activities,
including those of a civic, artistic, athletic, Cultural, religious,
and social nature.
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Special Issues: Confidentiality, Cooperation, Arrest, Physical
Force, and Searches

Staff of the community correctional center should maintain max-
imum confidentiality regarding the client's legal status to the
extent consistent with public safety. Policy and procedure govern-
ing confidentiality should be developed collaboratively by the
center, its parent organization, and criminal justice agencies.

The use of unmarked cars, discreet visits to places of employment
and residence, and the use of plain mailing envelopes are simple
techniques to insure some measure of confidentiality.

The -~enter should cooperate fully with law enforcement agencies
in efforts to apprehend residents known to be or suspected of being
involved in criminal activities. Prompt apprehension of clients
involved in criminal activity helps to protect bcth the community
and the credibility of the center. Center staff should establish
and maintain effective two-way communications with local law enforce-

ment agencies for the purpose of exchanging information regarding the
illegal behavior of residents.

Where center staff are authorized to make an arrest, written
nolicy and procedure should govern such practices, Personnel author-
ized to make arrests should be trained to do so. The arrest of a
client by center staff is a serious matter and should be preceded
by a case coaference between the staff member and his supervisor.

The center administrator should insure that there 1s clear policy
on staff use of physical force for self-protection and the protecr
tion of others, as well as for the prevention of serious property
damage or escape. The use of physical restraint must be in accor-
dance with appropriate statutory authority and executed with the
minimum amount of force. Physical force should be a last resort.

All incidents of the use of force by staff should be reported to the
center administrator for review.

Specific policy guidelines should be developed to govern searches
of clients under supervision jn the community or residing in a center
facility. The search of a client by center staff is a significant
event; it should be controlled not only by policy and procedure but
also by administrative supervision. Staff should understand how
searches are to be conducted and the circumstances under which they
may be authorized. All searches should be reported to the center
administrator for review.

The center administrator should insure that all arrests and
alleged technical violations are investigated immediately and that
arrests for serious crimes and major violations are reported promptly
to the proper authority. Policy and procedure requiring investiga-
tion of alleged violations oOT arrests should be vigorously enforced.
Prompt review of the facts in the case by the proper authority pro-
tects both the client and the community.

Lal7'Y
2y,
-

-

151



Program Termination

Ideally, the community correctional center should seek termj-
nation of an individual's involvement with center programs and
facilities when it appears that the delivery of services is no
longer required to protect the community or enhance individual
Performance. The allocation of resources to persons who no longer
require them is an unacceptable waste. This policy on termination
is consistent with the pPhase-by-phase "contract' Programs found in
many community correctional centers, as well as with the indeter-
minate sentence philosophy that guides their Operations.

Dependent in large measure on the nature of the community cor-
rectional center, there is likely to be a diverse collection of
clients in center programs and facilities. Many of the agencies
that commit, direct, or refer clients to the cénter will not have
continuing contact with the client. Thus, it is essential that
the center advise these agencies about those clients who no longer
require services and recommend termination of their involvement in

Written policy and procedure should provide for administrative
authority to remove any client from center programs and facilities
when it is deemed necessary to do so to preéserve the health, safety,
or well-being of others, Ideally, screening and Classification
should preclude admission of individuals who are disruptive to cen-
ter programs and facilities. However, since Screening generally is
less than perfect, the administrator should have the authority to
remove disruptive and dangerous individuals in the interest of
Protecting the community, center staff, and those Clients who are
making progress in the community-based program.
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CHAPTER IX
FACILITIES AND FACILITIES MANAGEMENT

Some years ago Austin H. MacCormick reportedly commented that
if he had the right staff, he could run a good prison "in an old
red barn." There is every reason to believe that community, as
well as institutiomnal, corrections could be run from that "red barn,"
but even MacCormick would acknowledge that there are red barns and
red barns. Dependent in large measure upon the goals and objectives
of the community correctional center, a variety of facilities may be
required for the delivery of comprehensive community correctional
services. Indeed, several of the centers visited for this study
owned and operated several different facilities.

Facilities management clearly includes much more than simply
operating one or more facilities. It includes the establishment of
policies and guidelines for the use of facilities, including rules
and regulations governing resident and staff behavior, as well as
compliance with a wide range of local building, health, safety, and
related codes and ordinances regulating privacy, security, and accom-
modations. Facilities management is u particularly important task,
for the quality and competeénce of management affects staff and resi-
dents, correctional programming, and the community itseif. Special

management problems also are created by food service, medical care,
and contractual arrangements.

Every decision made about facilities significantly affects
correctional efficiency and effectiveness., More obvious examples of
this fact include the critical importance of jocation if residents
are to have ready access to community resources. Also critical 1is
the tolerance of local residents with regard to such visible cor-
rectional efforts as residential facilities and offenders in their
community. Facilities, of course, are not ends 1in themselves; they
are used to house people and programs. The concepts and principles
presented 1in this chapter are equally applicable to residential and 1
non-residential facilities operated by community correctional centers.

Administrators are advised to be thoroughly familiar with Federal
Wage and Hour law provisions for both employees and residents.

Facilities

Community correctional center facilities should not be isolated
from access to those services most likely to be needed by center
clients. MNecessary community services may include employment and
education/training opportunities, medical services, recreation and
leisure activities, commercial services, and other community resources.
Access may imply physical proximity, but just as appropriately may
involve public transportation networks. Convenient access to required

services is an essential component of successful community-based
correctional efforts.

The three privately operated centers described in Chapter IV
(Talbert House, Magdala Foundation, and the Mahoning County Residen-

tial Treatment Center) operate residential facilities in or near the

153

b
"~
Cis



downtown area of the urban centers in which they are located. Three
of the four Vancouver, Washington, facilities also are located down-
town, one block from the court house. Unfortunately, the location
of the Fort Des Moines residential facility is at the edge of the

portation network make it necessary to drive the residents to and
from work daily. Had the Des Moines center been able to locate its
residential facility in the urban corec area, the high costs asso-
ciated with the v-n transportation pool mignt have been avoided.

In contrast to the residential facility, the Des Moines ROR Program,
probation and supervised release programs, and the project's

Center facilities should conform to ail applicable state and
local codes and ordinances, including those relating to zoning,
building, Sanitation, health, fire, safety, electrical, and plumbing.
Center managers must be able to document their compliance with various
legal requirements, not simply because they are mandated, but because
the health and safety of staff and clients are involved.

Center facilities and grounds should be regularly maintained,
clean, and in good repair. Local codes and ordinances require that
minimum standards be met, but the importance of health and safety
considerations for staff and residents is even more compelling. The
public image of the facility also is an important factor: A run-down

facility wil1l quickly 1lose community support.

rehabilitated older business buildings, Their location and conver-
sion was a natural consequence of this center's origins as a store-
front counseling service. The six residential facilities of Talbert
House and the four homes owned bv the Magdala Foundation are older
homes rehabilitated by center mersonnel. Magdala Foundation obtained
SOme grant monies to assist ir this effort. In both cases, rehabiili-
tation of the vuildings helped to preserve the neighborhood and
contributed to the non-institutional character of the projects. -

Center facilities should not have the appearance of a traditional
correctional institution, but should blend into the surrounding com-
munity. It also is essential that facilities be located and designed
Oor remodeled to insure the safety and well-being of st~ff and clients
and the prctectior of property. The designers of facilities should
consider carefull: the requirements fgr security and safety and the
"fit" with the community environment.

While many residential facilities have been older homes within
the core area of the city, several centers have different residential
facilities which uniquely fit their purposes. The Duluth facility,
for example, looks like an institution, is located in an isolated set-
ting, and is operated as a prison work farm. The pre-release center
in Montgomery County' is located in a park designated for light indus-
trial use. A secure facility, it is indistinguishable from the

surrounding industrial buildings. The residential facility in Vancouver,

Washington, is located downtown in an area zoned for semi-industrial
use.




That residential unit was formerly a convalescent home and met the
local standards for congregate care. In earlier years, the now
closed Salt Lake City residential center was used as a hospital and
was located in an area of mixed land use within the city. Although
not like a prison in appearance, the Fort Des Moines residential
community correctional facility is a remodeled two-story army
barracks located on a military reservation. There are no bars,

security screens, OT fences: the windows are ordinary glass with
no special locking devices.

Center facilities should be inspected periodically by federal,
state, and/or local sanitation, health and safety officials. These
"external" inspections should be in addition to those scheduled by
the parent governmental agency OT governing authority. Center
policies should require periodic internal inspections of center faci-
lities and procedures for the inspections should be ‘sufficiently detailed
to insure completeness. This cross-checking of external and internal

assessments furtiher protects the health and safety of center staff
and clients.

Demands on center facilities may range from sleeping quarters
and other accommodations for residents to office space for center
staff and locations for programmatic activities. Numerous trade-offs
generally must be made in constructing oT renovating a facility.
These trade-offs, including the location of the facility itself,
should be made with center goals and objectives 1in mind and an effort
should be made to achieve an optimum balance of advantages and dis-
advantages. Efficiency -nd effectiveness in the use of fiscal and
other resources should be major concerns. A variety of local and
state codes and ordinances may mandete accommodation requirements for
a community correctional center residential facility. These require-
ments often should be considered minimal, but it is important that
the facility be in compliance.

Residential facilities providing food service must conform to
all sanitation and health codes, be adequate in size, properly venti-
jated, and suitably equipped, furnished, and decora.ed. Special
attention should be directed to the food preparation area for it 1is
particularly vulnerable to health and safety problems. Compliance
with codes and ordinances and «ttention to the overall food service
environment should help to avoid most problems. 1f possible, food
preparation and dining areas should be separated, and center policy
should encourage all meals to be eaten 1in designated dining areas.

The sleeping areas of residential facilities should be adequate
in size, clean, comfortable, well-lighted and ventilated, provide
some degree of privacy and personal storage space. Furnishings should
be provided and residents held accountable for ijssued property. Al-
though single-room occupancy 1is preferred, double-Toom occupancy is
acceptable and is, in fact, the pattern observed in many centers.
Furnishings (bed, mattress, chair, dresser, etc.) and a weekly change
of linen should be provided, and residents should be accountable for
a1l items issued. All sleeping quarters should be separated by seX.
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The entire second floor of the Fort Des Moines facility is
devoted to sleeping quarters, The area has been divided into 32
semi-private bedroons, approximately 9 feet by 12 feet, which accom-
modate two residents. The facility also has several larr=r rooms
that accommodate three to six residents. Typically, a11 bedrooms in
center residential facilities have locking doors and the residents

Tesidents are expected to keep rooms clean and in order. All of the
residential facilities visited also had a common area devoted to

table games, television watching, socializing, etc. These areas
typically were equipped with a television set, pool table, table tennis
gear, pay telephones, vending machines, sofas, and easy chairs.

Each of these residential facilities provided small, private offices
for counseling and the larger facilities had created general offices
which also were near the common areas,

The purchase, construction, renovation, or other acquisition
and modification of the residentiail facility is often the biggest
expense of the community correctional center. The publicly funded
center may acquire a residential facility by leasing Space, build-
ing a structure for residential purposes, obtaining an abandoned
congregate care facility, or rehabilitating an existing structure.
Privately funded centers often do not have this array of options,

of buildings and some have rehabilitated a variety of exXisting
Structures. One Private center, for example, bought an o1d home and
obtained Mode1l Cities monies to repair and rehabilitate it.

The Telationship between the community correctional Center and
local citizens, merchants and residents is of special concern. The
location of the center is a sensitive issue and opposition from citi-
zens may become a formidinie obstacle to the effective design, imple-
men*ation, and operation ¢f the center. It is noted, for example,
that the Montgomery County Pre-Release Center, although programmed
for construction in an industrial area to minimize 1local resistance,
still met with some ovposition which had to bs addressed. Community
resistance can be -lanaged, but it requires attention from administra-
tion and staff, understanding on the part of center residents and
program participants, and continuous interface with the community,
But ev~n with the center operational, Personnel must maintain a close
relationship with area residents to reduce the possibility of problems
arising and to insure early solution to those that do emerge. Total

Faciiities Management

Because inadequate facilities hamper operations and damage the
public image of the center, znnual review of space and equipgment re-
quirements should be part of an overall space and equipment.mgnagement
Program. This program should consider the adequacy an@ effigient use
of space, as well as such community factors as pPopulation shifts,
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changes in the social, cultural, and economic conditions of the
area, and public transportation. The review should result in
requests of the parent governmental agency OT the governing author-
ity to meet identified requirements if budgeted center funds arte
insufficient to meet space and equipmc..t needs.

The staffing pattern of the residential facility should con-
centrate staff at those times when most residents are using the
facility. Typically, this would be during the late afternoon and
evening hours when a majority of these residents who work or attend
school are likely to be at the faciiity. At least one regular staff
member, readily available and responsive to resident needs, should
be at the facility 24 hours a day. Volunteers may supplement, but
not be expected to substitute for, regular staff in meeting the 24
hour a day availability requirement.

T..e center should have written policy and procedures to account
for the whereabouts of residents at all times, both within and outside
its facilities. Center staff should know the location of residents
at all times, both for the protection of the community and to verify
resident compliance with individual treatment programs. Procedures
for determining where residents are should be simple and unobtrusive.
They may include periodic physical counts, sign-in and sign-out TOSteETS,
telephone contacts with residents when in the community, and/or field
staff verification of resident location.

The center should have written plans and procedures for control-
ling the movement of residents and non-residents in and out of the
residential facility. The community correctional center should be a
24-hour-a-day facility. Monitoring resident movements is important
for the protection of the community: controlling the movement of
others in and out of the facil  ty is necessary to protect staff,
residents, property, and equipwment. Elaborate and complicated security
measures need not be implemented; such procedures as the use of only
one door at night and requiring everyone to sign in and out should be
sufficient.

The responsibiiity of the community correctional center for
protecting the community requires prevention, detection, and reporting
of absconders from facilities and programs. Some residents may be
involved in center operations as a condition of probation oOr parole
and absconding legally may amount to an escape from custody or viola-
tion of a condition of release to the community. The prompt reporting
of the absconder to the judicial or correctional agency with juris-
diction and to local jaw enforcement agencies should be minimum Té€-

quirements.

The community correctional center should have written rules
governing resident conduct that jdentify chargeable criminal offenses.
These should be distinguished from act: that are violations of faci-
lity rules. The center manager also snould develop a range of
penalties and disciplinary procedures available to staff. Center
policies and procedures should insure that staff and residents are
thoroughly familiar with the rights and responsibilities of residents,
facility rules and regulations, and disciplinary procedures. During
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orientation the resident should acknowledge his understanding of
rules and disciplinary procedures by signing and dating a copy of
the r=gulations, Residents with a language or literacy problem

should receive d5S1stance from a staff member or other qualified

Any resident who allegedly commits an act prohibited by sta-
tutory law must be referred to the Proper authorities for considera-
tion of criminal prosecution. Protection of the community and
Preservation of individual rights are enhanced by a policy that
insures that acts or behaviors prohibited by Statutory law are
referred to the Pror~r authorities. Such incidents should be
reported promptly, not ignored or treated as "internal" viola-
tions of ruies and regulations, In addition, facility rules and
reguiations should be established to bromote order and facilitate
cénter operations. Violations of these requirements should not
be ignored by center staff or adjudicated on an ad hoc basis.
Rather, apparent violations should be reported and actions taken

according to established procedure.

Written policy and procedure, in compliance with applicable law,
should govern Searches of residents and the facility undertaken to

identify the conditions under which a search may be made, persons
authorized to order a search, and the manner in which it will be
conducted. Searches should not be conducted more often than necessary
to protect staff and residents, property, and equipment.

There may be cir. umstances in which the Management of a residen-
tial facility may wish to authorize the restraint or detention of a
resident. General policy should preclude restraint or detention of
2 resident except when he is clearly endangering himself or others.
Explicit criteria should be developed to Sérve as a basis for policy
decisions by center management. For eéxample, the center manager may
wish to curtail a resident 'z liberty if there is strong evidence
that the resident has been or is about to become involved in a Criminal
offense or if the resident's judicial Status prohihits his leaving
the program o facility and there 1s strong evidence to suggest he
is going to abscond. Tf g3 resident is subjected to restraint or
detention, the action taken should be responsive to legal requirements.
Policy and procedure should identify the conditions under which res-
traint or detention 1s justified and by whom it may be ordered. The
incident should be documented in writing, dated and signed by the
responsible staff member, placed in the case record, and reviewed by

supervisory and administrative personnel.

Facility residents should not be subjected to corporal or unusual
punishment, humiliation or degradation, Psychological abuse, or

punitive interference with hormal daily functions of living. The
teénter administrator must insure that residents are not subjected to
bPhysical or pPsychological intimidation by staff or residents. Center

staff should carefully moniter relationships among residents to in-
sure that there is no unlawful assumption of authoriiy or control b,
one or more residents over others. Loss of control by staff to resj-
dents will have g2 variecty of destructive effects on the community and
center
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Neither staff nor residents of the residential facility should
be permitted to possess any type of weapon inside the facility.
Wweapons should be prohibited because they represent a threat tc the
safety of the community, as well as to staff and residents. Policy
and procedure also should govern the administration, security, con-
trol, audit, possession and use of controlled substances, prescribed
medications, and over-the-counter drugs. Staff and residents should
be aware of center regulations governing their possession and use.
written policy and procedure also should control the conduct of any
urine surveillance program to include collection of samples, testing,
and interpretation of results. These policies and procedures should
be reviewed annually and updated as necessary.

A_l community correctional center facilities should have written
emergency plans which are communicated to all staff and residents,
posted conspicuously in the facility, tested by periodic drills, Te€-

viewed annually, and updated as necessary. Emergency plans should
cover medical emergencies and such events as fire, exp.oslon, and
severe weather. The plan should include evacuation procedures, duties

of personnel, and the location of emergency equipment and supplies and
all exits from the facility. staff and residents should be familiar
with the plan and trained to operate emergency equipment.

Emergency first aid training of personnel which meets American

Red Cross standards and emergency medical plans should be an integral
part of center health care services and programs. Personnel should be
trained in the most current emergency techniques and should be tested
periodically for competence. First aid equipment and persons trained
to use them should be available around the clock at all facilities and
program locations. This equipment should be inventoried regularly.
particularly 1in the case of the residential facility, emergency medical
plans, including the location of hospital emergency Trooms and ‘'cen-call"”
physicians, should be prominently posted, reviewed annually, and up-
dated as necessary. Death, injury, accidents, and major illness may
cause disruption and confusion both within and outside the center. A
carefully articulated set of policies and procedures shouid reduce

some of the disabilities generated by such serious incidents and also
insure compliance with law and regulation.

The possession of personal property by center residents helps to
maintain individuality and possession of funds is a valuable tool in
making the transition to complete independence in the community.
Limits, hcwcver, should be placed on the amount of property and funds
which a resident can maintain in his possession OT in facility storage.
These 1imits should be reasonable, consistently applied, and made
known to all residents upon entry into center facilities.

Personal funds and property of residents maintained by the center
should be accounted for and carefully controlled by such procedures
as receipts and vouchers for all transactions. Residents should be
allowed to retain maximum feasible control over such funds and personal
property. Personal funds and property should be securely stored and
protected against theft, fire, and other hazards when not 1in use.
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In a community correctional center that provides or contracts
for food service, one staff member should Supervise food service
Operations, including record-keeping and budgeting, purchasing, and
accounting practices, Attention should be focused on insuring
nutritional and €conomical meals, minimal waste, and cost-effective
operations. Scheduled and unscheduled inspections by administrative,
medical, and dietetic Pe€rsonnel should insure that facilities, equip-
ment, and personnel meet safety, health, and sanitation Standards.
Periodic inventories and security for food supplies should be required

If the center pProvides food Service, written policy and procedure
should specify the following: (1) food Preparation must consider
flavor, texture, temperature, appearance, and Palatability; (2) meals
must be served under conditions that minimize regimentation; (3) menus
must be prepared in advance and posted; and (4) Special diets as pres-
cribed by medical pPersonnel must be available. Prior Planning in all
areas of food service operations should prove cost-effective, facili-
tate budgeting, and maintain food quality control, as well as inform

the residents what will be available at each meal. Food should never

In summary, residential facilities, as one of the most visible
aspects of center operations, may be most significant in shaping the

attitudes of decision-makers who help to determine the future of
community-based correctional activitjes, Residential facilities must

duy
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CHAPTER X

SUPPORT SERVICES '

Support services include many of the less visible elements of
administration and management—-operational planning, research and
evaluation, management information systems, case records, and fis-
cal management. These and related functions directly affect all
community correctional activities by their contributions to decision-
making and efficient operations.

Regardless of the size of the community correctional center,
its administrator must devote some attention to suppert activities.
The amount of effort will depend on such factors as the organiza-
tional structure within which center activities occur, the require-
ments of the governing authority, the resources available, and so on.
For example, a center that is part of a larger correctional entity
may not require direct support services if these services are provided
by the parent agency. Alternately, a medium-sized community correc-
tional center may perform some of its own support functions, having
been delegated specific tasks by the parent agency. A small center with
limited resources may find it useful to contract for support services;
for example, a local certified public accountant may provide audit,
accounting, and bookkeeping services, while college faculty perform re-
search and evaluation tasks. 1f such services are not needed on a
full-time basis, collaborative efforts with justice and non-justice
agencies and purchase—of—service agreements may be useful.

Operational Planning

Although the center administrator may choose to delegate some
authority for planning to subordinates, he remains ultimately respon-
sible for this function. Planning must include a careful analysis of
the center's current status and an articulation of future goals so that
any gap between current and future states may be identified and narrowed.
Such an analysis should consider social, economic, and political trends
at local, state, and federal levels. Planning should attempt to pre-
clude ad hoc and dysfunctional responses to change.

The center should be involved in local, regional, and state
criminal justice and other planning =fforts so that it can present its
point of view and contribute to the development of directions for the
future. These collaborative planning efforts should enhance working
relationships between agencies, conserve resources, and foster under-
standing of ~he center and its objectives. Community correctional
centers can be most effective when criminal justice and othe: community
agencies join with them to design and develop programs for offenders.

5 Linkages with planning efforts in the community may be established
through such devices as coordinating councils oT interlocking advisory
boards. Ties to traditional community organizations involved in

educational, social, and charitable pursuits serve to generate commu-

nity svpport for the center and further the ends of all participating

agencies. The center administratorY, however, must guard against
Q
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Proposals made 'in the name of corrections by social work, recreation,
mental health, and other groups which are in fact intended to serve
other purposes.

A major product of the Planning process should be a written
Statement of goals and objectives which, by annual review and up-
dating, provide direction to the administrator and statf. Inter-
relating these goals and objectives with community correctional
cénter planning, budgeting, and Program management functions should
facilitate the effective use and conservation of resources, evaluation
of progress towards goals and objectives, and the delivery of services
to residents,

Another important product of the Planning process is the
Creation of a cohesive work group and the commitment of those
involved in Planning to consensual goals and objectives. Alt :ough
the participative approach consumes more time, generates additional
bpaperwork, and creates a requirement for trade-offs, the Des Moines
Project managers, among others, found this approach worthwhile in-
deed. Similarly, leaders of the Orange County, Florida, community
correctional center created a working basis for ongoing collaboration
in the process or replicating the Des Moines project,

Operational Planning is a means of influencing and perhaps con-
trolling some aspects of the future, Planning is not merely an
academic ¢oncept; properly undertaken, it is down~to-earth, focusing
on such realities as cénter personnel, facilitie@, space, programs,
equipment, and clientele. Although the service needs of individual
clients must be identified and addressed in the development of treat-

the development of Plans to meet them. These plans are then translated

Management Information Systems

The community correctional cénter nceds an organized system
of information collection, retrieval, and review that contributes
to decision-making, policy formulation, and research and evaluation
Capabilities. The establishment of goals and objectives, the
assessment of center performance, and the operational Planning
Process are facilitated by an information System that provides
periodic summary data on such variables as the characteristics,
movement, and current status of the client population.

Such data are available to the managers of the Magdala Foundation,
who have created a sophiscated management information Ssystem tied
to their management-by-objectives approach, This information system
documents the costs ~f center operations and provides basic informa-
tion on all clients, including fcllow-up data on performance after

release.,
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All community correctional centers, regardiess of size, should
have some means of collecting, recording, organizing, processing, and
reporting information for management purposes. Although the require-
ments of the information system mav change, policies and procedures
governing information collection and use should bz precise, ~omnsistent,
up-to-date, and subjected to annual review. As with other support
services, the assignment to subordinates of duties pertaining to the
management information system does not relieve the administrator of
responsibility for that system. Special attention must be given to

segurity of the system, including access, verification of data, and
privacy considerations.

A distinction should be made between data that must be available
and those that are useful but not essential. Information needs should
be identified prior to development or revision of the management infor-
mation system in order toO avoid the collection of extraneous data.
Information systems should have the capability to deliver two basic
types of information: (1) standard information (data required for
management control, such as payrolls and numbers of residents within
center facilities and programs) ; and (2) demand information (informa-
tion that can be generated at the time a report 1s required).

Case Records Management

Case records are essential for planning, implementation, and
evaluation of the center's overall and individual client-oriented
efforts. Orderly recording, management, and maintenance of such data
increase the efficiency and effectiveness of all center operations.
Sufficient staff and equipment should be made available to meet the
needs of case records management. Policies and procedures pertaining
to records management should be reviewed anniually and updated as
necessary. They should address content and format, auditing, entries,
security, confidentiality and release of information, marking of files,
closed records, master files, and destruction of records.

The center should maintain 2 complete cumulative case record on
each individual admitted to the center. Each such rccord should pro-
vide a chronology of significant events from admission to termination,
as well as relevant background information. Verified data in the case
record serves as a foundation for case analysis and program decisions.
Collectively, case records provide input data for planning, implemen-
tation, and evaluation.

The contents of case records should be separated and jdentified
according to an established format. Included should be: legal and
referral data, intake information, background/social history, indi-
vidual plan or program, progress, evaluation, and final reports.
Consistency in content and format of case records encourages complete-
ness, promotes efficiency and effectiveness, and facilitates use of
the records. Systematic auditing should be undertaken to insure that
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records gare current, complete, and accurate and entries should be
made by designated staff who sign and date th--,

A single master index file that identifies active, inactive,
transferred, and destroyed case rect .ds should be located centrally
for easy accessibility. This file should include identification
data such as name, date of birth, case number, and disposition of
the case. A community correctional center with more than one
facility should corsider eéstablishing a Séparate active case 1list
file at each location.

Safeguards to minimize the pPossibilit: of theft, 13ss, or
destruction of case records are éssential. Persons authorized

members who use them, but secured when not in use,. Records should
be marked ""confidential" and maintained in locked, waterproof, and
fire-resistant files simi 2rly marked. :

Since an individual's right to Privacy may be abridged if case
file data are improperly disseminated, access to case records should
be limited to those individuals and agencies with both a need and a
Tight to the information they contain and an ability to demonstrate
that access will serve a -valid legal bpurpose. Written pPolicy and
Procedure governing acces: to and use of information should conform
to applicable federal law by requiring a '""Release of Information
consent Form." This form should identify the names of the persons,
agencies, or organizations requesting and releasing information, a
description of the information to be disclosed, the purpose of or
need for the information, the date the form is signed, and signatures
of both the client and a witness. A copy of the consent form should
be maintained in the case record.

The £final report prepared by center staff for inclusion in the
case record should summarize the events that occurred during the
client's involvement with center programs and facilities, Special
‘comment should be made about any absence of community resources
that may have affected a client's failure in the program and an over-
all staff assessment of the factors that contributed to the success-
ful or unsuc.essful outcome. Such final reports should be useful to
the center as an organization in identifying and developing resources
and to staff by serving as "lessons learned."

Fiscal Management

dard accounting procedures and the requirements and regulations of
the governing authority. This will facilitate supervision of the
fiscal progran, preparation of required reporcs, development of fiscal
policy and vrocedure, and appropriate allocation of resources. Site
visits confirmed that fiscal management grnerally receives top prior-
ity and attention irom center administrators.
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The administrator of the center 1s responsible for developing
and carrying out fiscal policy. He may charge a subordinate staff
member with supervision of fiscal management and control programs,
but this employee must report directly to the administrator. Con-
stant attention is required by 4ny program involving such diverse
activities as the establishment of fiscal policy and procedure,
budget preparation, purchase of supplies and equipment, internal
audit, supervision of fund flow, petty cash, inventory control, and
compliance with laws and regulations. Policies and procedures
governing fiscal management must be reviewed annually, updated as
necessary, and approved by the parent governmental agency Or govern-
ing authority. Special consideration should be given to the purchase
of services not provided directly by the center. Part of the overall
planning, budgeting, and fiscal management program should include
policy and procedures governing the purchase of services, including
budget requests and contractual authority for such arrangements.

The budget is the fiscal plarning document of the community
correctional center. The budget and the process by which it is gen-
erated should be in accordance with the policies, procedures, and
instructions of the parent governmental agency OT governing authority.
An annual written budget of anticipated revenues and expendituares
with adequate justification to support the budget request and the
operations of the center, should be prepared and submitted for ap-
proval by the parent governmental agency or governing authority.

The budget and 1its justification should present an analytical and
compelling case ior meeting center fiscal requirements.

The responsiblities of the center administrator in 